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In this chapter, a general model for the study of attitudes 
toward "The Management of People" is described. This is followed by an 
outline of each of the attitude dimensions included in this model, along 
with the statement of the research hypothesis for each. A description 
of the measurement techniques as well as the method of analysis employed 
is then given, followed by the presentation of the research results, 

The chapter is concluded with a discussion and summary of the research 


findings. 


The Development of a Leadership Model 


The successful achievement of organizational goals depends not 
only upon the acceptance of these goals by organization members but just 
as essentially upon the effective coordination of the human (as well as 
the physical) resources of the enterprise. The manager plays a central 
role in this coordination process, since it is his primary responsibility 
to see that a system of cooperative relationships is developed among 
individuals and groups in order to produce the goods and / or services 
of business organizations. The managerial function differs fundamentally 
from other non-managerial functions (even highly important ones) in that 
the manager must accomplish work through others rather than perform it 
himself, This means, of course, that he is held strictly accountable for 
work performed which is far beyond the scope of his own personal efforts. 
By the very definition of his role then, he must sacrifice a measure of 
autonomy or self-control over work assigned him, since no matter how 


capable he might be in personally performing difficult tasks within his 
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department, it is nevertheless essential that he allocate these tasks to 


others and trust that they will perform them successfully. 


This loss of individualism or total personal control of the 
situation invariably causes some degree of anxiety and tension in the 
manager, since he must not only implicitly rely on the capabilities of 
those to whom he allocates responsibility, but he must also count upon 
something which is more tenuous and difficult to attain -- the dedication 
and desire in subordinates to get the job done according to the same 
standards of excellence which he would impose on himself were he actually 
performing the tasks alone. While for some managers in business this 
anxiety is not intense enough to significantly effect the way in which 
they relate to others in the work setting, among other managers, it is 
strong and impelling, requiring major adjustments in behaviour to enable 
them to cope with it, adjustments which inevitably tend to render the 
individual impervious to the needs of others, especially in terms of how 


these needs relate to the work situation, 


While it is beyond the scope of this study to delve into the 
reasons why some individuals experience a great deal of anxiety, while 
others experience very little, in reaction to this felt loss of exclusive 
personal control in a situation in which one is held accountable, it is 
nevertheless worth considering a few of the more compelling factors, 
those which are, in our opinion, more pertinent to the study of cross- 


cultural comparisons, It is not difficult to imagine that for those 
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individuals that do experience a high degree of anxiety, one of the 
basic sources is a profound fear of disapproval from those in authority 
who have the responsibility for judging their efforts. For example, an 
individual reared within a culture which is basically authoritarian (such 
as would be the case, in our opinion, with the typical French Canadian 
manager much more so than with the typical English Canadian manager) 
tends to be conditioned to value obedience and respect for authority 
over initiative and independence of thought and action. He tends to 
look exclusively to authority figures for reward and approval and, as a 
result, he naturally attempts to rigidly fulfill his conception of their 
expectations above all other considerations, and expects others to do 


likewise. 


As he matures within this culture, he tends to progressively 
personalize or internalize these expectations within the authority struc- 
ture, profoundly believing that the holder of a position of responsibility 
must automatically be a highly worthy, quasi-omnipotent person, one who 
must, by the very nature of his position, be respected and obeyed at all 
costs. When this individual assumes a managerial position in the indus- 
trial hierarchy, this tendency to personalize his position, and to incor- 
porate the authority it carries into his own make-up, acts to heighten 
and magnify his fear that he ade not “measure up'', and to fail to live 
up to the standard set for him by his superiors repregents to him the 
spectre of a personal defeat, engendering deep feelings of personal de- 


valuation or loss of self-esteem, 
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When this pervasive fear of disapproval is compounded with the* 
feeling of discomfort and uncertainty he would tend to experience in a 
situation such as a modern corporation, where snap decisions must often 
be preferred to cautious and careful ones and where authority tends to 
be loosely and pragmatically applied, his sense of threat is further 
increased. Indeed, the demands placed upon an individual in a managerial 
function for initiative and the ability to see issues in "shades of grey" 
rather than in absolute “black or white" terms, is simply not fostered 
in an authoritarian climate or culture, and risks creating a situation 
which he finds most difficult to cope with. The stress experienced in 
this kind of situation elicits in him an “instinct for survival" reaction, 
resulting in a strong "turning inward". In such a menacing situation, 
the natural tendency is to rely on oneself, on one's own resources, 
rather than to rely on the resources and / or intentions of others. Such 
a manager will not be inclined to get other people personally involved 
in work, since to his way of thinking he cannot, so to speak, put his 
"life" in the hands of others. Nor can he readily see in his tension- 
ridden state of mind, the necessity for doing so, not having any realiza- 
tion of the needs of others to learn, develop and gradually become as 


much as he is, a part of the mission for which he is responsible. 


In short, the more anxious the manager, the more self-preoccupied 
and inner-directed he likely becomes, tending to trust only his own ef- 
forts and to mistrust the efforts of others, In effect, the individual 


who is inner-directed, that is, preoccupied with his own problem of alle- 
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viating a strong feeling of threat, simply does not have the mental set 
conducive to sensitivity and understanding of the needs and feelings of 
other people in relation to their jobs. Indeed, he is not able to see 
"beyond his nose" with respect to the "triangle" which includes himself, 
other people, and the tasks to be performed. Other people are seen by 
him to be in effect tools used to achieve his purposes. It should be 
emphasized here that this inner-directed, basically mistrusting approach 
to people is an unintentional one, being generated by a combination of 
cultural and situational forces, and not by any perversity in human 


nature, 


It is obvious that the less the anxiety, the more psychologically 
free is the individual -- free to be "“other-directed" to the extent that 
he is able to integrate task achievement with the needs of other people. 
Indeed the less anxious the individual, the greater the opportunity to 
become aware of, and sensitive to, the motivational forces of other 
people and how these strivings relate to the work situation. Consequently, 
he is more likely to develop a realistic theory of human behaviour in 
the workplace, one that maximally takes into account the needs of others 
as well as his own, in a common endeavor to accomplish the requirements 
of the job. In contrast, the highly anxious manager, being relatively 
blind to the needs of sttierseag unlikely to develop a frame of reference 
toward the management of people which is based on a realistic understand- 
ing of their behaviour, At any rate, the management philosophies of these 


two types of individuals will undoubtedly be different, a point to be 


Saale season stew 9 Bonet 5 
donciqge goiscimssein yiiootesd ybotoerib=zennt etd sand over! & 
30 nodantdmes » yi beseronsg gnied .eno Lariotinetniny me 8F 6! 
nami ni ytinvevasg yas yd Jom bas de ie 

= seh acelin 

ULisotgeloringng sv0m wf ,vtotxan of3 evel ody tuda auedwie ss a if ‘ome 


{ 
3e43 3ne3xs oz oF “bodosttbh-terzo" sd og oor? ~- Lavttvtbat edd ek a 


er 


‘etiqosg toto to abaen oft thw Jveasvatins desd sjatgosnk ad ic at * 


- 4b 


2 YItntistoqgo ed? sadaozg ois etaubavtbar edz evotxns easel ats f beabad : 
tedgo tc eeove? ipbehdentbess ota 4o2 avisianee boa , to oTaws creas 
«VitngupeanoD .woktnedte Xd cw oft of ofetes anntvigse seal? vod bas siqoeq 
ni qwotveded axud 2o yros#’ oizetisex « qolaveb od yiodk 10m et od 
atenio to sheen snd shige ogat asda) ylleaixam Jord ono 9981 galt ow one 

einomstiupet of9 detiqnooas o3 tovsebns momme> 2 ak ,nwo etd 2a iiow br 
vievisalet gnisd .s¢gsceam avolxns ying ef% .Jaettnco al .dot od3 20 


smneisisx lo smeti e qoisveb a visliinu ait «27ento i6 absen sid oF baild 


-~bassevebry oitatiaes so no beaad at dotdw eiqoeq Jo tnsaegsnem of3 or 


“23 Sk 9 


brought out later in this chapter in discussing the leadership model 


proposed in this study. 


The importance of developing a leadership style which closely 
links together the aspirations of people within a team system at work, 
cannot be over-emphasized. Though the manager's function is performed 
within the authority structure of the enterprise, he cannot in today's 
business solely rely upon this structure to legislate or command others 
to strive toward the achievement of organizational goals. No matter 
how broad the scope of his formal power, he must in the long run rely 
on another person's intrinsic satisfaction in getting the job done if 
he is to consistently achieve these objectives, In fact one of the 
most important responsibilities he has is precisely to provide the 
inspiration which will instill this motivation to create the climate 
which will foster in others strong feelings of dedication to the task 


at hand, 


The creation of this kind of work climate has always been an 
important feature of effective management, but in today's complex, fast- 
paced business technology, it is becoming an essential. One hears 
a good deal today about the progressive erosion of the manager's 
function due to the introduction of automation and computerization 
which it is said takes over a part of this function by programming 
much of the decision-making in an enterprise. The assertion that man- 


agerial roles are in fact changing during this current period of rapid 
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technological advance is a truism, Yet, it is likely that the demand 
placed upon the manager for high skill in motivating people is ever 
greater today for the very reason that automation and systemation 
increase the pace of the work flow and require the tight integration 
of the work of individuals with that of other individuals. His deci- 
sions on problems of motivation and human relations in the workplace, 
decisions which could in previous eras be delayed or postponed in a 
slower-paced, multi-stage production system, must frequently now be 
made quickly and decisively to avoid costly set-backs resulting from 
work errors, absenteeism and turnover caused by low morale and disgrun- 
tlement in the office or factory. This requires much more than an 
intuitive "play it by ear" approach to problems of human behaviour. 
The manager must understand, predict and control the behaviour of peo- 
pleynot only of individuals, but of groups. Nor can this control of 
behaviour be achieved any longer with the use of threat or discharge, 
as previously suggested. In the last decade or so, the educational 
and skill level of all but a few workers has been elevated to the 
point where employees are demanding, and are able to find, much more in 
work than the pay check. They increasingly seek and expect varied 

and challenging work, and the marked widening of opportunities to 

find it has to a large extent freed them from the fear of punitive 


action by any organization. 


Basically then, the most crucial skills which a successful 


manager must possess involve the judicious handling of these emotional 
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and motivational dimensions of interpersonal relations in an organization, 
and there is no evidence whatsoever that these core skills will be 
required any less in the future than they are now. Such skills are many 
and complex, but they include above all a profound sensitivity to the 
needs and expectations of other people in the workplace, the ability to 
diagnose human relation problems long before they reach unmanageable 
proportions, and the ability to communicate with others (both as a recip- 
ient and as a conveyor of ideas and feelings). These skills must be 
developed and used to create the kind of climate within which subordi- 
nates can find meaningful and significant relationships between their 


own efforts and the aims of the enterprise, 


The basic precondition for the development of these prime, core 
skills of the manager is a set of positive attitudes toward others in the 
workplace. The manager must possess confidence that those who work with 
him in all cooperative endeavors within the enterprise are capable of 
"coming through" both in the normal conduct of organizational tasks, 
and also in unforeseen crises and emergencies, But even more crucial is 
an attitude of basic trust that others will want to perform effectively. 
He must have high expectations that under reasonable conditions and with 
few exceptions, people basically want to commit themselves to organiza- 
tional purposes, and that (unless they are prevented from doing so) they 
will in fact do their best to fulfill them. This is not a naive assump- 
tion, it is one which is basic to good management for two reasons, First, 


unless the manager basically trusts others, he has no recourse but to 
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use coercion and the prerogatives of his status in the hierarchy, since 
this is the only alternative available to one who does not believe that 
cooperation will be given voluntarily. Secondly, an attitude of mistrust 
is rather quickly detected by others, and it is contagious, negatively af- 
fecting the manager's relations with all those he must deal with in the 
work situation. Their resulting mistrust of him acts back on and further 
amplifies the manager's feelings of mistrust and so on, creating a vi- 
cious circle which can reduce communication between himself and others, 
and seriously reduce work performance. If familiarity breeds contempt, 


mistrust inevitably breeds further mistrust, 


Another overriding condition for effective management of people 
in an organization is a flexible and open-minded frame of reference on 
the part of the manager toward problems and issues involving others in 
the work environment, For the simple reason that problems involving 
people (as well as tasks and processes) are in a constant state of change 
in business enterprises, effective managerial performance can be se- 
riously hampered by the adoption of rigid or preconceived notions of 
human nature, especially if these notions do not correspond to current 
knowledge of work motivation, As previously indicated, this can only be 
accomplished to the extent that the individual has not personalized his 
function so much so that the fia 2 of not living up to the demands placed 
upon him by his supervisors "freezes" his natural capacity to empathize 
with others, thereby reducing his ability to go beyond superficial or 


simple explanations of human behaviour in any given situation, to go 
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beyond, for example, the simple notion that people are lazy by nature on 

the basis of observing in a given work situation that people are not per- 
forming as well as they should be. In short, the truly creative and successful 
integration of tasks and people demands a basic frame of reference which 
incorporates a healthy respect for the innovative, an open-minded, basically 
positive attitude toward others, and a willingness to relate to one's subordi- 
nates in an open, business-like way, yet without constantly resorting to the 
rights and prerogatives of one's managerial position. It was with these 
considerations in mind that the researchers approached the assessment of the 
management dimension of this study. It was felt that any systematic working 
model of the management process should incorporate some measure of an indivi- 
dual's management philosophy based on his understanding of people and his 
perception of his role as a representative of authority within the hierarchy. 
The first component of the model thus incorporates two attitude dimensions: 
"Interpersonal Premises" and"Status Needs" which are outlined later in the 


chapter. 


The second component of the model deals with the two related and 
somewhat interdependent aspects of the management function -- production and 
people. Since it is the manager's responsibility to get the job done through 
people, the leader's task is an essentially dual one, consisting of the 
achievement of goals defined By. the accomplishment of specific tasks through 
the effective utilization of human resources, It is obvious that the manner 
in which the individual reacts to these two dimensions of work plays a pre- 
ponderant role in determining the leadership climate that he will establish. 


The important point is how much concern he manifests for the achievement 
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of tasks, and how much consideration he shows for others in this work 


setting, in short, how much personal organizational involvement he has. 


It might be well to point out that the leadership climate is a 
function of these two dimensions, not only in industry, but in virtually 
any situation in which individuals are organized into groups to achieve 
a purpose or set of objectives. Students of group dynamics have observed 
on repeated occasions that even in small, ad hoc groups in a laboratory 
setting, two dominant types of social roles emerge very shortly after 
the formation of these groups, the one directed toward, and primarily 
concerned with, the attainment of objectives, the other centered around 
the development of friendship, harmony and satisfaction among group 
members (Bales, 1955). In informal groups these two roles are fre- 
quently performed by two different members of the group. On occasion 
(when a particular member is adept at meeting both of these demands), 
one person fulfills both roles and becomes in time, recognized as the 
group leader. In other research studies, chiefly among U.S. military 
personnel, (Shartle, 1956), essentially the same two dimensions of the 
formal leader's role was delineated. In this case, the task aspect was 
labelled "initiating structure" and referred to all of the activities 
of the leader related to the attainment of group objectives, while the 
people or inter-personal aspect was labelled "consideration", referring 
to the leader's actions directed toward concern for the needs and feel- 


ings of group members. 


As described by Blake & Mouton (1964), the manner in which an 
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individual reacts to these two fundamental aspects of the management pro- 
cess can have a considerable impact on both the objective, and the people 
involved, in the manner of a circular feedback process. Obviously, ex- 
clusive concern by the manager for task achievement can lead directly to 
the perception among group members that they are being used exploitatively, 
and that they do not count as people in the rush to meet production stan- 
dards. This can, and frequently does, result in such frustration and 
apathy among team members that the level of production itself may drop 
appreciably, thus creating further and further lowering of morale. Con- 
versely, exclusive concern for people to the neglect of task achievement 
can lead to such experiences of failure on the part of group members that 
morale may drop significantly, despite the good intentions of the manager 
to build it by being a "nice guy". Many managers, firmly convinced that 
both high task achievement and high morale cannot both be attained in 

the workplace, attempt to optimize the two. Seeing these two functions 
as essentially opposed to one another, and believing that a gain in 
productivity will automatically mean some loss of morale and satisfaction, 
they adopt a middle-of-the-road position, settling, in effect, for mod- 
erate and acceptable levels of each. The highly successful manager on 
the other hand, very likely is able to integrate these two functions so 
that the achievement of assigned tasks enhances job satisfaction and 
positive feelings among group members, and vice versa. In short, he 
holds the view that the maximization of satisfaction and of productivity, 
though difficult to attain, is nevertheless often possible. It can be 
said that this manager has achieved a maximum degree of personal organi- 


zational involvement. 
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Every manager must deal with these two aspects of the leadership 
process and how he views and reacts to each will have considerable impact 
on the work climate of his unit. It is important to note that there are 
many reasons why an individual would show consideration or lack of consid- 
eration for others in the work setting. One obvious reason could be a 
basic interest or lack of interest in people. Another could certainly 
be, as we have seen, his degree of understanding of human beings. The 
same would be true for an individual's concern for task achievement. 
Again, one obvious reason could be the inherent satisfaction he derives 
from accomplishing things, his intensive interest in meeting the produc- 
tion challenge that he has been given. Another reason could simply be, 
as we have previously suggested in the beginning of the chapter, his 
strong desire to avoid the unpleasantness of being held accountable for 
a task which he or his work group is unable to complete, whether he is 
basically interested in the task itself or not. Whatever the reason, 
the fact remains that the leadership climate is created by the consid- 
eration he shows for people and by his concern for the production fac- 


tors in his unit. 


The probability that a lack of consideration for people is due 
to a manager's basic disinterest in human beings is, in our view, a 
very slim one. The normal person does not wish to be inconsiderate of 
others. He does not intentionally frustrate the needs of, or hurt the 
feelings of, others. The individual who tends to be basically indif- 


ferent to others does not gravitate toward managerial positions for the 
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simple reason that he knows he would have to deal intensively with 
people in such functions. A manager's lack of consideration for peo- 
ple, therefore, is much more likely to be due to his lack of understand- 


ing or misinterpretation of their behaviour. 


The possibility that the manager's over-emphasis on task achieve- 
ment leads to a basically inconsiderate approach to people is a real one, 
but here also, it is extremely unlikely that this lack of consideration 
stems from his enthusiasm for work generated by the task itself, for in 
such circumstances, enthusiasm is contagious and draws the individual 
outward toward others. Indeed, the individual who derives a great deal 
of satisfaction from the work itself in which he is deeply involved, is 
basically a secure person. Certainly his job does not tend to make him 
insecure, otherwise he would not derive such satisfaction. It must 
therefore contribute in some way to his personal sense of security. A 
secure person naturally tends to share the happiness he experiences from 
the activities of his job with those around him rather than to mistrust 
and protect himself from those he must rely on. It is in this sense 
that enthusiasm is contagious. Thus, lack of consideration due to over- 
emphasis on task achievement more likely flows from the manager's per- 
sonalization of his authority, his felt need to protect it at all costs, 
and from the fear of disapproval from those in higher authority, as 
described in the beginning of this chapter, 

To a very large extent then, the manager's view of these two 


functions and the relationship between them, as well as the emphasis each 
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should receive, is determined primarily by his own personal frame of refer- 
ence about his role in his relationship to people in the workplace -- in 
short, his own perception of his managerial role. This perception is, in 
effect, a condensation of his experiences in dealing with people inside as 
well as outside the workplace, the degree to which he has been exposed 
(early in life) to the pressures and stresses of situations requiring in- 
itiative and self-determination, fostering an active rather than a passive 
response to challenges. It is also shaped by the deeply-rooted attitudes 
toward others and toward his role of authority which have been passed on 
to him by his society or culture. Thus fundamentally, the reactions of a 
manager to the two important dimensions of the leadership process, the 
accomplishment of tasks and the needs of people, the second component of 
our model, are largely determined by the individuals' personal management 
philosophy or role perception, the first component of our model. The two 
attitude dimensions that form this second component, "Task Orientation" 


and "Consideration of Others" are outlined later in this chapter, 


If the manager's role perception (the first component), determines 
his conceptualization of the task-person relationship (the second component), 
this conceptualization or strategy in turn, engenders the leadership style 
he will generally employ as a manager, that is, the kind of superior- 
subordinate relationships that he will usually have with regard to the 
more important administrative functions of his position, such as decision- 
making and supervisory control. For example, the manager who sees high 
productive output to be the exclusive measure of a manager's value to the 


enterprise does so because, as we have previously suggested, he has highly 
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personalized his function and highly identified with the authority aspect 
of his role due to underlying feelings of insecurity engendered by the 
authoritarian climate within which he was reared, As a result, he will 
likely guard most jealously his prerogative to make operating decisions 
and will consider employee participation in decision-making to be a waste 
of time. We have also seen that this individual being “inner-directed" 
will tend to lack confidence in other people's ability or willingness to 
perform in a manner that will "guarantee" his success, Consequently he 
will likely eupeleise others closely and generally be unaware that his 
interpretation of people's motives might not be correct, nor will he be 
conscious of the negative impact that such a style is likely to have on 
most people. The stvle of management that a manager adopts for each of 
the important administrative functions of his job constitutes the third 
and final component of the leadership model developed for use in this 
study. The two administrative functions utilized for the study of this 
third component are: "Participation in Decision-Making" and 

“Supervisory Control", both of which are also discussed in greater 


detail later in this chapter, 


The dynamics of this model are shown in Figure 1, which illus- 
trates the manner in which these three basic components are interrelated. 
The reader is reminded at this time that the model presented in Figure l 
does not incorporate all of the salient dimensions that should be included 
in a cross-cultural study of the leadership process. A fourth component 
will be added to this basic framework after a thorough discussion of the 


attitude dimensions included in this study. and a review of our results. 
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Managerial Role Perception Personal Organizational Style of 
(Personal Philosophy of Involvement Management 
Management) 
(1) Status Needs (3) Task Orientation (5) Participation in 
> > Decision-Making 
(2) Interpersonal (4) Consideration of (6) Supervisory 
Premises Others Control 


Figure 1: Schematic Representation of the Leadership Model showing the 
Three Interrelated Components. 

The relationship between these three components is seen by the 
researchers as basically a causal chain. That is, the manager's per- 
ception of his role in relation to others in the workplace, (the set 
of values and attitudes which form his basic predisposition toward 
people), very largely determines his degree of personal organizational 
involvement in the tasks and with those individuals who assist him in 
the accomplishments of these tasks. This view in turn predisposes 
him toward the kind of management practices he implicitly feels must 
be used to accomplish tasks through people. Though certainly incom- 
plete in its conceptualization due to the inevitable limitations of 
time and budget for this research project, this model was seen by 
the researchers as a useful way of viewing the leadership process in 
industry, and a convenient framework for analyzing and interpreting 


cross-cultural leadership patterns, the major purpose of this study. 


AS was previously suggested (on page 360), it was felt that 
major differences would be found between the two ethnic groups on 
the six attitude dimensions incorporated in this model. Certainly, 


the findings of research studies which have been done provide strong 
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evidence that the cultural climate of French Canadians does differ 
markedly from that of English Canadians. It appears that the major 
difference between these two cultures lies in the realm of reactions 

to and attitudes toward authority. The French Canadian culture is 
essentially authoritarian and traditionalistic in nature, while 
English Canadian social structures tend strongly toward egalitarianism, 


(Trudeau, 1956, Falardeau, 1953, and Naegele, 1961). 


It has also been shown that this difference expresses it- 
self rather clearly in the workplace. As shown by the studies of 
Garigue (1963) and Rioux (1956), members of the French Canadian group 
bring to the work setting a profound respect for authority, and their 
relations with others in the workplace, both in the role of superiors 
and subordinates, are colored by this value. In fact, the whole network 
of familial relations tendsto be "psychologically" transferred by them 
from home to work, and provide their major frame of reference for 
interacting with others (Taylor, 1961). Faucher, (1960) has similarly 
described the French Canadian propensity for dealing with others in the 
workplace on the basis of social status rather than on business terms, 
In contrast, the English Canadian milieu, having its child-rearing 
practices based strongly on preparing the individual for a career in 
some aspect of commercial life (Trudeau, 1956), is characterized by a 
strong emphasis on the value of early independence from parental control, 
and in virtually all its institutions, tends to de-emphasize authority 


and status relationships in favour of fostering initiative and freedom 
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in its members. The individual learns early in life the value of a 
group-centered approach to tasks and projects rather than reliance 
on detailed directives from the formal leader. In contrast to the 
French Canadian, then, the English Canadian is much less likely to 
value the notion of authority as being omnipotent and much less 

likely to look upon strict or blind obedience to authority figures 


as a worthwhile personal characteristic to develop. 


Taking into account the fact that the French Canadian culture 
is essentially authority-centered, and also the fact that French Canadian 
society is in the relatively early stages of industrialization, it would 
certainly not be difficult to imagine that the French Canadian manager 
would experience a profound sense of insecurity in dealing with others 
within a corporate structure, and as discussed previously, possess a 
perspective and understanding of the behaviour of other people in this 
work setting which would differ widely from that of his English Canadian 
colleague, In short, the French Canadian manager would likely rely 
strongly on his status and authority in order to meet the objectives of 
his unit, not basically trusting others to get the job done, while the 
English Canadian manager, believing that others are interested and 


challenged by tasks, would emphasize his authority much less. 


According to the dynamics of the leadership model outlined 
above, this view on the part of the French Canadian would lead him to 


an outlook toward tasks and people and the relationship between them 
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which would differ fundamentally from that of the English Canadian, 
Though quite possibly less basically task-oriented than his English 
Canadian colleague, the French Canadian manager would very likely ex- 
perience strong anxiety and a sense of urgency to get the job done as 
perfectly as possible, even at the expense of showing concern and 
consideration for people, It would follow then that in terms of 
management style, the two groups would again differ, with the French 
Canadian manager, for reasons already outlined previously, supervising 
others more closely, and exercizing his full prerogative in making 


decisions himself, rather than in sharing them with others, 


Though there have been few inter-cultural studies of leader- 
ship concepts and practices per se, recent research conducted by the 
Industrial Psychology Center at the University of Montreal has indicated 
that a central theme relative to the differences between the two groups 
is the marked dichotomy between the theory and practice of managing 
people at work, and the relative integration of the two among English 
Canadians (Beausoleil, 1961, Gagné, 1962). It was indicated in these 
studies that while French Canadians professed a general belief in good 
human relations in the workplace and were in principle very strongly 
"person oriented", their actual relations with subordinates tended to 
be clouded by a measure of mistrust, and in specific work situations 
they tended to take less into account than did their English Canadian 
colleagues the needs of subordinates. It would appear that English 


Canadian managers have integrated to a greater extent concern for task 
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achievement with the psychological needs of subordinates, It should 
be stressed here that these studies were conducted in one small firm, 
and involved only a Limited sample of forty-two individuals, of whom 
sixteen were French-speaking, so that the results could hardly be 


considered conclusive, 


Thus, ways in which the two groups adapt behaviorally in 
interaction with authority, and their personal ideology regarding 
the notion of authority especially in terms of the superior-subordin- 
ate relationship should be quite different, Consequently, the leader- 
ship climate created by the French Canadian manager should be at 
variance with the climate created by the English Canadian manager, 


Certainly one would expect them to be highly dissimilar, 


Before discussing the "Measurement Techniques Employed" 
and the "Research Results" sections of this chapter, a discussion 
of these six attitude areas in terms of their significance to our 
study, and how the two ethnic groups can be expected to differ in 
each, along with a presentation of the statements included in these 


attitude dimensions are in order. 


(1) Status Needs 


The first dimension of Component I refers to the degree to 
which the individual uses and protects the authority and prestige of 


his management role in dealing with subordinates. (Statements 12, 15, 
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20, 26, 30, 38, 40, 43, 48 and rh Bh 

Authority still could be described as the most salient type 
of relationship in a business organization, and its definition -- the 
right to command, even today describes fairly accurately (though very 
incompletely), the essence of management. The managerial role can thus 
be viewed in general terms as a set of duties, rights and obligations 
which the holder of this kind of position is expected to fulfill. The 
notion of "rights" in this broad definition is an interesting one, and 
is often overlooked by those attempting to understand the practice of 
management. It is the use of rights, and particularly the prestige and 


status which goes with them, that this dimension is concerned with. 


While status, usually in the form of various symbols, is admit- 
tedly a part of the reward system of an organization, and as such serves 
as an incentive, particularly for the upwardly-mobile, its primary purpose 
is to define relationships between people, and to identify those who have 
decision-making authority, and who are to be held responsible for certain 
decisions. Thus, uncertainty and confusion are avoided in the organiza- 
tion, and people's efforts coordinated more effectively than would be 
the case in a situation in which no status differential existed. Yet, 
paradoxically, the more status is emphasized, and the more inequality of 


status among organizational members is stressed and enforced, the greater 


The statements numbered as indicated were those which were selected 
for inclusion in this particular attitude dimension, and are shown in 
Appendix Q, the bottom of page 13 to page 17, up to Questionnaire 5A. 
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the disruption of relationships among people in the enterprise. This 
is because status was never meant to be a privilege of absolute power 


over subordinates, nor a symbol of recognition of omniscience over others, 


To the extent that a manager's status is used as a form of 
control over subordinates rather than as a source of influence to support 
his team's work efforts, to that extent, the manager loses the respect of 
his men, Indeed this respect and confidence in the leader can only be 
won through his personal ability to meet his subordinates' own needs 
for self-realization and self-respect in their work activities. It can- 


not be imposed on others by the authority level of his position, 


The status and prestige of a manager's position is an organi- 
zational reality, it must be made visible to others, and it must form 
an intrinsic part of any manager's perception of his role in his relation- 
ships with others in the workplace. Yet members of the management force 
at all levels vary widely in the degree to which it enters into and 
dominates their relationships with others, particularly subordinates, 
in the enterprise. To some, status is a basically unhealthy form of 
human relationships and should be strongly de-emphasized. To others, it 
is a necessary, but not central, aspect of one's role as a manager, to 
be used lightly and only when necessary. To still others, it literally 
defines their relationships with members of their work team, and as such 


must be judiciously guarded and preserved. 
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The researchers considered this dimension of the manager's 
perception of his role to be most relevant to the study of management 
attitudes, particularly within the context of research on biculturalism. 
It was considered probable that French Canadians, much more than English 
Canadians, would emphasize the status dimension of their managerial role, 
not only because of the less egalitarian, more authority-centered nature 
of French Canadian culture, but also because of the likelihood that French 
Canadian managers, being less identified with the economic mission of 
business, and therefore less comfortable and far less secure in a posi- 
tion of leadership within it, would rely rather heavily on the authority 
of his position to coordinate the efforts of his subordinates. The fact 
that he would concomitantly tend to believe that subordinates are not 
basically interested in work nor sufficiently reliable individuals 
(as we shall see later) only serves to intensify his reliance on the 
power vested in him in dealing with others. The English Canadian, — 
more at ease in his managerial role, might lean more toward "levelling" 
with subordinates, and be less concerned with the salience and visibil- 


ity of his authority. 


The ten statements included in this attitude measure covered 
several aspects of status. Statements 12, 30 and 71 deal with the 
superior's perception of his omnipotence and the unimpeachable nature 
of his authority, and person, while Statements 15 and 40 reflect his 


sensitivity to this authority and his defensive reaction to any deviation 
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from respect for, or obedience to it, on the part of subordinates. His 
tendency to take suppressive action to guard his status is expressed in 
Statement 26, In Statements 20, 38, 43 and 48, the theme reflected is 

the protection of the image of infallibility projected by the superior, 
by witholding information concerning errors, misjudgments or lack of 


specific knowledge, 


(2) Interpersonal Premises 


The second dimension of Component I refers to the manager's 
attitude toward the motives and/or personal characteristics of other 
people in the workplace. (See questionnaire 35 pages 13 to 15 for 
statements 11, 19, 24, 29, 34, 37, 39, 47, 51, 55 and 56, and question- 


naire 5a, page 18, for statement 17, appendix Q). 


Underlying any action or decision made by the manager involving 
personnel in the workplace are assumptions about human nature and human 
motivation — assumptions which, taken together, make up the basic 
management philosophy of the individual. Though there is no doubt that 
these assumptions vary widely in their form among management people, they 
may be realistically classified into two broad types, the one basically 
positive and optimistic in nature, the other essentially negative and 
pessimistic, This classification has been recently presented by a leading 
writer in the field of management (Mc Gregor, 1960), The more negative 
set of assumptions he classifies as "Theory X", which he states contain 


the following three basic assumptions about human beings: 
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(1) "The average human being has an inherent dislike 
of work and will avoid it if he can," 

(2) "Because of this human characteristic of dislike 
of work, most people must be coerced, controlled, directed and 
threatened with punishment to get them to put forth adequate 
effort toward the achievement of organizational objectives," 

(3) "The average human being prefers to be directed, 
wishes to avoid responsibility, has relatively little ambition, 
and wants security above all," 

According to the above writer, these assumptions do not 
necessarily reflect only the personal views of a few cynical individuals 
in management positions, but rather form the basis of much of management 
policies and practices in Canadian and American industry today, and are 
in fact guidelines very commonly used in both blue and white-collar 
business settings for the management of people, The author explicitly 
states, however, that this set of assumptions is basically unrealistic 
and outmoded, and Simply does not square with what social science has 
discovered about the nature of human motivation, Theory X may then be 
Seen as a set of interpersonal premises which has as its underlying theme 
a mistrust of the motives which people have toward work and their 
allegiance to organizational goals. He counters the assumptions of 
Theory X with a new, more positive set which he claims reflects more 
faithfully what we presently know about human nature in relation to work, 
These principles, which he feels should be adopted as a new, more 
dynamic philosophy of management, he refers to as "Theory Y", listed 


below, 
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(1) "The expenditure of physical and mental effort in 
work is as natural as play or rest,"! 
(2) "External control and the threat of punishment are 
not the only means for bringing about effort toward organizational 
objectives. Man will exercise self-direction and self-control in 


the service of objectives to which he is committed," 


(3) "Commitment to objectives is a function of the 
rewards associated with their achievement," 


(4) "The average human being learns, under proper con- 
ditions, not only to accept but to seek responsibility." 


(5) "The capacity to exercise a relatively high degree 
of imagination, ingenuity, and creativity in the solution of 
organizational problems is widely, not narrowly, distributed in 
the population," 

(6) "Under the conditions of modern industrial Life, 
the intellectual potentialities of the average human being are 
only partially utilized." 

It is the researchers' view that the assumptions contained in 
Theory X are in fact an intrinsic part of the philosophy of many 
managers in the industrial setting, and are not only archaic but 
dysfunctional for successful management in the modern corporation. To 
view the relatively well-trained, well-educated industrial worker today 
as one who is satisfied with a simple exchange involving his acceptance 
of external direction and control for a set of monetary rewards simply 
cannot result in the development of the kind of integrated effort and 
dedication that is needed in a sophisticated, fast-paced industrial 
technology. Theory Y then can be seen as an attitude of basic trust 


that people are interested in work and will strive to accomplish any 


goals, A basic philosophy about the personal characteristics, motives 
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and intentions of people, whether it is positive, negative or neutral 

in nature, does form, along with his views of the status of his authority, 
an important part of any manager's perception of his role in dealing 

with members of his work group (as well as others) in his unit or depart- 
ment, and therefore shapes his orientation toward people in relation 

to production. It was felt that the two ethnic groups would differ in 
the kinds of Interpersonal Premises they bring to the workplace. More 
specifically, it was felt that French Canadian managers, themselves 

less intrinsically motivated than are their English Canadian counterparts 
within the corporate setting (see Chapter IV), would show less trust in 
the motivation or desire of subordinates to perform effectively in their 
jobs. n addition, the state of insecurity in which they find themselves 
is such that they will (due to their strong fear of disapproval) even 
question the loyalty of their subordinates to them when something goes 


wronge 


Of the twelve statements used to tap this dimension, six 
reflect the manager's basic trust or mistrust in other people in terms 
of their intrinsic interest in industrial work and the achievement 
of organizational goals (statements 19, 24, 29, 37, 39 and 56); of 
these six, three, Statements 19, 24 and 37 express the view that 
financial remuneration is the dominant interest of subordinates, rather 
than an interest in the job itself, while two others, Statements 39 and 


56 are direct reflections of the negative assumptions about people 
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contained in'Theory X"outlined previously. Three other statements 
(11, 51 and 55) are concerned with the loyalty subordinates have to 
an industrial organization, as reflected in their attitude of 
acceptance or rejection of the superior's role within the work group. 
Statement 47 reflects the tendency to relate good performance to good 
or loyal intent, and Statements 34 and 17 express a manager's general 


level of trust or mistrust in others. 


(3) Task Orientation 
The first dimension of Component II refers to the degree to 
which task achievement or performance in the work setting is an 
important consideration on the part of the manager in his direction of 
subordinates! efforts (statements 21, 31, 41 and 49 of questionnaire 
3, statements 57, 58, 61, 65, 67, 70, 73, 76 and 79 of questionnaire 4, 


and statement 14 of questionnaire 5a). 


In the past few decades, it has become increasingly recognized 
that effective management involves not one but many concerns and 
objectives, and that the proper utilization of an organization's human, 
financial and physical resources requires the manager to focus not only 
upon the immediate goal of weekly or monthly production, but also upon 
the needs and interests of people involved in the production process. 

It is certainly true, however, that for many managers the central and 
predominant focus of activity in their departments is seen as (and in 


fact is) productive output. Human resources are viewed as means to this 
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end, and such managers sincerely believe that, without this heavy 
emphasis on the tasks to be performed and the goals to be achieved, 
both the organization and the employees would suffer. Indeed, the very 
pragmatic and "hard-nosed" climate of many of the more competitive 
business organizations in our society tend, however inadvertently, to 
foster a general attitude that productive output is not just the most 
important goal of business, but the only one. “Produce or perish" is, 
for many managers the creed of business, and they are of the sincere 
belief that all-out efforts toward productive output benefits all, 
including employees. In such a case, the manager sees his role as that 
of a vigilant monitor of production effort in his department, seeing to 
it that production standards are maintained and encouraging personnel to 


work toward them. 


For some managers, however, even this central focus on 
productive effort is not enough. They view their role as one involving 
exclusive, rather than predominant, concern for productive output, and 
firmly believe that they must "push'' as well as lead others to fulfill 
the goals of their unit or department. We have already pointed out that 
the underlying assumption that guides the actions of those who pressure 
and drive their subordinates toward task achievement is that direction 
and control, externally imposed on them, are necessary because, it is 
believed, people inherently dislike work and are not at all interested 


in or identified with the organization's goals and, therefore, must be 
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pushed, These managers see the organization's manpower as being 
divided between those who lead and those who are "unwillingly" led by 
more responsible people with vested authority — managers, There are, 
in short, many gradations of task orientation among the managers of an 
enterprise, ranging from low to high concern for task accomplishment, 
and to the extreme just described -— those whose philosophy dictates 
the necessity for pressure tactics and the subordination of individual 


welfare and needs, 


The Task Orientation dimension was considered an important 
one in the comparison of the conception the two groups held toward 
management practices. In terms of the dynamics of the leadership model 
outlined previously, one would expect French Canadian managers, being 
presumably more status conscious and much less trusting of the dedica- 
tion of subordinates to work objectives than their English Canadian 
counterparts, to emphasize strongly productive output. In fact, they 
could be expected to exert pressure on subordinates to attain this 
objective, while the English Canadian manager, though clearly concerned 
about task achievement, would be more likely to encourage and stimulate, 
rather than to drive subordinates. In view of this, it was predicted 
that French Canadians would show more overall concern which would go to 
the extreme of accomplishing the task at the expense of the needs of 


others, 


The fourteen statements used to assess the Task Orientation 
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dimension can be divided into several groupings. Statements 61, 76, 79 
and 21 reflect a specific type of concern for production, They refer to 
the push aspect of motivation of subordinates toward task accomplish- 
ment in the sense that there is a strong "pressure to produce" connota- 
tion in each of them, In contrast, Statements 73, 65 and 57 indicate a 
different concern for task achievement. Being more encouraging and 
Supportive, though demanding, in tone, they reflect the "pull" notion of 
employee motivation, with the superior stimulating subordinates to 
extend themselves fully. Statements 67, 70 and 49 concern the "target! 
or standard-setting function of the superior, while Statement 41, though 
somewhat similar, stresses a common strategy for maximizing production 
output. Statements 31 and 58 reflect concern for task accomplishment in 
the form of expressed willingness on the part of a superior to face up 
to the normally unpleasant necessity for a corrective action. Finally, 
Statement 14 (of questionnaire 5a) was included to obtain an over-all or 


global picture of task orientation. 


(4) Consideration of Others 
The second dimension of Component II refers to the degree to 
which the manager is oriented toward and concerned with the general 
feelings, needs and well-being of people in the workplace (statements 
liye bone? O27, 62pn 354550 pase andes. of questionnaire 3, and 


statements 59, 63, 69, 74 and 78 of questionnaire 4), 


The emphasis on human relations in industry today is a 
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Surprisingly recent phenomenon. Though its sources are many and varied, 
in large part it can be viewed as a reaction to the almost exclusive 
concern for the design and organization of tasks which was so character- 
istic of the scientific management movement of the 1920's. In this era, 
the management function, particularly at lower evels, was approached as 
a "nuts and bolts" one, concerned with breaking tasks down into their 
Simplest components, finding enough "hands" to do the work, and making 
certain that it was done. Since that time, most managers have come to 
realize that individuals do not consider themselves as "hands", but 
rather as "heads", and want much more from work than payment for doing 
Simple tasks as "hired hands". There is now much more recognition that the 
kind of social climate that is established in the work setting has a con- 
Siderable impact, not only on the stability of the work force (in terms 
of absenteeism and turnover), but also on the efficiency with which de- 
partmental operations are performed. As described earlier, the success- 
ful manager must now, as never before, consider people -- their attitudes 
and motives, along with task achievement as an essential facet of his 
role, and his skill in dealing with them face-to-face is as crucial as 


technical knowledge or organizational know-how. 


This basic orientation toward people, so essential a part of 
the managerial role, can take many forms. It can be viewed as a low-to- 
high continuum of intensiveness, along which managers can be compared in 
terms of the degree to which concern for people enters into and in- 


fluences their leadership practices. Authors previously cited (Blake 
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& Mouton, 1964), succinctly describe the manager who falls on the high 
side of this continuum, one whose concern for the comfort and happiness 
of people is a preoccupation and an obsession. Much of his efforts are 
directed toward the creation of a country-club atmosphere, with the 
judicious avoidance of even healthy and constructive conflict or a 

sense of urgency. This pattern of behaviour, like its opposite (neglect 
of the needs and feelings of people), is, according to this author, 
symptomatic of a deep sense of insecurity in one's management position 


and is basically dysfunctional for any business organization. 


One can find among some managers who consider the human element 
to be of profound importance in business, those who could be described 
as "hard nosed" -- the tough, no-nonsense disciplinarian who believes 
that people will invariably take advantage of managers who are too friendly 
and approachable, who are quick to criticize, and who believe that the 
work setting is not the place to satisfy personal needs. There are those 
also, among the people-oriented managers, who believe that an efficient, 
productive department or unit is best achieved when the manager plays an 
essentially supportive, sympathetic role in their relations with sub- 
ordinates, who believe that subordinates should learn from errors rather 
than be punished for them, and who consider an informal, friendly approach 
to others to be a precondition for good communication upward and down- 
ward in the organization. The manager's orientation toward interpersonal 


factors in the workplace, as well as toward task achievement then, reflects 
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the individual's basic perception of his managerial role in the or- 


ganization, 


This dimension was, like Task Orientation cansidered to be 
an important one in a contrast of the attitudes of the two ethnic 
groups toward the managerial function. One would predict on the 
basis of the previous discussions of the leadership model, that the 
typical French Canadian manager, though evincing interest and concern 
for others in general (due to his leaning toward the social-human- 
itarian objectives of work as seen in chapter IV) would nevertheless 
show less over-all consideration for others in the workplace than 
would the typical English Canadian manager, This would likely be 
true since the former would possess much less awareness and understand- 
ing of the feelings and work aspirations than the latter of subordinates 
and to a greater extent, would experience a deep-seated fear that 
unless be exerted his authority to the fullest, others would quickly 


lose concern for the work objectives of his unit, 


The statements in this dimension can be grouped into three 
general themes, The first theme reflects broad and general notions of 
human relations, and is composed of two aspects, The first one concerns 
the image of the kind of person the individual would Like to be in terms 
of his relations with people both inside and outside the workplace 
(statements 50 and 69). The other aspect of this first theme expresses 
the intentions or aims of the superior, that is, the intended impact or 


end result of these broad principles in dealing with people. Statements 
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32, 59, 74 and 63 refer to the broad and general social climate of the 
work setting while Statement 78 refers to the specific context of the 
work activity itself. Taken as a whole, these statements in the first 
theme concern the "what"! in terms of human relations, that is, what 
general principles one should adhere to, and what end result these 


principles should have in actually dealing with people. 


The second theme reflected in the over-all dimension concerns 
the "how" of handling subordinates in how-to -face interactions within 
the workplace, that is, they express the manner in which the superior 
should actually behave in dealing with the needs of subordinates (state- 
ments 13, 16, 22, 27, 35 and 45). The third and final theme suggested 
in this dimension would seem at first glance to be a part of the 
Interpersonal Premises dimension, since the Statements, 53 and 54, 
reflect assumptions about human nature, However, they were included 
here because they are, in fact, specific outcomes or manifestations of 
a manager's concepts relating to the needs or motives of others rather 


than a direct expression of his personal ideology of human nature, 


(5) Participation in Decision-Making 
The first dimension of component III refers to the degree to 
which the manager values or recognizes the importance of the involvement 
of subordinates in decision-making (statements 18, 23, 42, 46 and 52 
questionnaire 3 starting on page 14, statement 66 of questionnaire 4, 


and statements 12, 13 and 15 of questionnaire 5 A, appendix Q), 
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As previously indicated, the manager's view of the two basic 
aspects of his role -- tasks and people, determines to a large extent 
his inclination toward the kind of leadership style or strategy he 
implicity views as appropriate in his relationships with subordinates. 
Though leadership style may be viewed from several perspectives and 
vary somewhat according to the many different administration functions, 
one of the most significant of these is the way in which the leader 
processes decisions in his department or unit, particularly, the degree 
to which he is inclined toward sharing or distributing the decision- 
making function among members of his team. Although the participation 
of subordinates in operating decisions is always a relative, rather than 
an all or nothing affair, there are two somewhat opposing schools of 
management thought on the subject, each representing a style of man- 


agement in use today in Canadian business organizations. 


One practice, which is commonly called "participant" (or 
"collegial")style of management, embodies the notion that since subor- 
dinates are often directly and intimately affected by managerial decisions, 
there is a strong inherent need in most of them to participate in the 
determination of matters which affect them. The manager who endorses 
this view of the needs and desires of his work group sees his role as 
extending far beyond keeping employees informed of decisions made, but 
rather, views the maximum involvement of subordinates as a useful, and 
even necessary, requirement for the most efficient operation of his 


department. Underlying this participative style is the belief, one 
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that is well supported by research evidence, that there is a definite 
and positive relationship between the degree of involvement in important 
decisions, and people's motivation to perform tasks effectively as well 
as to accept and implement changes in procedures with less resistance 


and sense of threat. 


Another rather impelling reason for the adoption and use of 
management participation is the fact that it is the most direct and 
most effective way to develop managerial talent among subordinates, 
providing ideal "rehearsals" for later management responsibilities. 
Indeed, the view is now becoming widespread that greater decision- 
sharing by the manager in the modern corporation is becoming a necessary, 
rather than simply a wise strategy to employ, since the decision-making 
process in an organization at all management levels is becoming an 
exceedingly complex affair, requiring more diversified expert knowl- 
edge which the mdnageenniaseis cannot possibly all possess, Whatever 
the rationale may be for its use, this management style involves very 
centrally a basic trust and confidence that subordinates will in fact 
perceive a clear relationship between the attainment of their own 
personal goals and those of the organization, and will thus be vitally 
interested in contributing in a meaningful way to decisions which affect 
their department. In short, the involvement of subordinates in decision- 
making is common in instances where the manager trusts that subordinates 
are highly motivated and responsible citizens of the enterprise, and 


rare when mistrust and skepticism about the motivation and interest of 
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subordinates exists in the manager. 


A second and essentially opposite practice is commonly referred 
to as the "leader-centred" style of management. It embodies the notion 
that the job of the manager is to manage, which means that since he is 
held fully accountable for departmental decisions, it is he, and not 
subordinates, who should make them. The manager who holds to this view 
sees the role of the subordinate to be limited to the implementation of 
decisions, rather than extended to the involvement of the subordinate 
in judgments about what course of action should be followed. Though 
he feels he "delegates" tasks to his work team, his delegation typically 
takes the form of the allocation or assignment of specific duties, leav- 
ing little "elbow room" for the subordinate relative to the manner in 
which the task is to be completed. Though there are a number of pos- 
sible reasons why this style of leadership may be adopted by a particular 
manager in an organization, it is safe to say that it is in rather common 
use among managers who fear that subordinates will misuse or abuse op- 
portunities to involve themselves in decision-making, and will seriously 
encroach upon the manager's power and authority if given such an opportu- 
nity. It is also widely used among managers who view subordinates as 


being basically indifferent to organizational goals, 


It should be emphasized here that while these two styles of 
management are in wide use in the essential forms described above, there 
are in fact many gradations of participation in decision-making, ranging 


from allowing subordinates a limited hearing in the manager's decision- 
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making, through delegating to them some measure of responsibility for 
gathering information and for reducing some of the alternatives in 
particular decisions, to allowing them a large measure of freedom to 
decide on what line of action should be taken on a particular matter, 
Among managers in Canadian business there are, in short, many variations 
in the degree to which the subordinate is allowed or encouraged to>partic- 


ipate in decisions, 


The major interest of the researchers was in a comparison of the 
two ethnic groups in their endorsement of one or the other basic styles 
of leadership. As suggested by the model, it was considered possible 
that the participant management style would be favoured much more by 
English Canadian managers, than by French Canadians, chiefly because of 
the former group's stronger belief in the intrinsic motivation and in- 
terest of subordinates regarding the accomplishment of work tasks. The 
English Canadian manager would not then be inclined to dominate decision- 
making in his unit, but would more likely view his role as a kind of 
partnership with members of his work team. The French Canadian manager, 
on the other hand, would be more inclined toward the leader-centred 
approach to decision-making, partly because he would see the decision- 
making function as an essential management prerogative, and partly 
because of his more limited confidence in the intrinsic work motivation 


of subordinates, 


The nine statements utilized in this attitude dimension reflect 


the manager's role in the decision-making process. Statements 18 and 
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15 stress the general importance and value a manager attaches to the 
participation of subordinates, Statements 66, 42, 46, 12, 13 and 23 
describe various situations or conditions in which participation is 


or is not permitted. 


(6) Supervisory Control 


The second dimension of Component III refers to the degree 
to which the manager believes in the need for close control of subor- 
dinates in the workplace to meet established standards of performance 
(statements 17, 28 and 36 of questionnaire 3, Pages 14 and 15, state- 
ments 60, 72, and 77 of questionnaire 4, statements 11 and 16 of ques- 


tionnaire 5A). 


Another aspect of leadership style among managers in industry 
is the degree to which control is exercised over the work activities 
of subordinates, more specifically, the degree to which supervision of 
their work is close or general in nature. There is no doubt that in 
the present industrial era, the progressive rise in the skill and ed- 
ucational level of the work force has resulted in increasing demands 
by its members for a greater measure of control over their jobs, and 
more autonomous self-determination as members of the organization, The 
general trend of thinking among enlightened managers today is that too 
much management control can be self-defeating, and within a wide range 
of situations, it is not only feasible but definitely advisable to 
replace close control with support, supervision with coordination, In 


short, the planning, monitoring and reviewing function of management 
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is receiving increasing emphasis in the workplace and there has been 
over the past few years, a slow but progressive lessening in the close 
control and "steering" of the work activities of subordinates, even 
those low in the hierarchy. One major source of this trend has been 
due to employee demands for greater autonomy (as mentioned above), but 
partly also it has been due to the accumujation of a systematic body 
of research knowledge (Likert, 1961), which indicates that members of 
high-producing work groups tend to be those who supervise generally 
rather than closely, and who define their roles as coordinators, clar- 
ifiers of problems and issues in the workplace, and as information 
suppliers and processors for their work groupse Managers of low- 
producing teams tend to supervise closely, regiment employees, and 


constantly follow up and check on their performance. 


There are, of course, many managers who have resisted this 
trend toward more general supervision, and who still view their role 
as one of an overseer, interpreting their command function to mean 
that subordinates must be watched over constantly. They view the 
delegation of any control beyond the performance of routine as a 
distinct threat to their power and as disruptive to the smooth opera- 


tion of their departments. 


As with the other dimensions of management, the researchers 
viewed the control aspect of management style to be an important and 
significant one in a comparison of the two ethnic groups. The possibil- 


ity that French Canadians and English Canadians would differ in their 
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views of this aspect of their roles as managers was considered to be 

a likely one, The more egalitarian nature of the English Canadian 
culture might well predispose its members to value and adopt a more 
general mode of supervision, while the more authoritarian nature of 
the French Canadian culture might well manifest itself in the more 
active and vigorous use of control by members of this culture in 
management positions, As the leadership model suggests, this inclina- 
tion toward a more controlling form of leadership style on the part of 
the French Canadian manager would at the same time be fostered by his 
view that unless subordinates are under close surveillance, their 
work efforts would seriously slacken, while the English Canadian, 
having more confidence in the interest of subordinates in achieving 


work goals, would allow them greater freedom from control, 


Of the eight statements employed to tap this aspect of 
leadership style, Statements 17, 11 and 16 refer to the general 
importance a manager attaches to the close supervision of subordi- 
nates, while Statements 60, 72 and 77 refer specifically to the 
control over the decision-making process. Statement 28 emphasizes 
the control over others through rules and regulations while 
Statement 36 suggests the development of a subordinate's initiative 


through the use of general supervision, 


To recapitulate, the following research hypotheses covering 
each of the six attitude dimensions incorporated in the leadership 


model, are set forth as follows: 
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Hypothesis I: Due to the major differences in cultural 
influences between the two ethnic groups, French Canadian managers 
will value the status of their position of authority much more than 
will English Canadian managers in their relations with others in 


the workplace, 


Hypothesis II: Because of these same differences in cultural 
influences, and because the two ethnic groups would diverge in their 
views of the value of status, French Canadian managers would, in 
their basic ideology concerning other people, adhere more closely to 
the more negative theory or conception of the work motivation of subordinates 
than would English Canadian managers, while this latter group would, 
much more than French Canadian managers, adhere to the more integrated, 


positive outlook embodied in Theory Y. 


Hypothesis III: Because of the basic differences in management 
philosophy predicted in Hypothesis T and II, French Canadian managers 
will show a higher degree of over-all Task Orientation than will English 


Canadian managers, 


Hypothesis IV; Due to the higher exclusive concern on the 
part of French Canadian managers for the accomplishment of organizational 
tasks, as indicated in the above hypothesis, managers of this ethnic 
group will show less over-all Consideration for Others in the workplace 


than will English Canadian managers. 
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Hypothesis V: As a result of the differences hypothesized 
in the first two components of the leadership model English Canadian 
managers should adopt a style of management that will favour the 
participation of subordinates in the decision-making process to a 


greater degree than will be the case with French Canadian managers, 


Hypothesis VI: For similar reasons, French Canadian managers 
will tend to supervise subordinates more closely than will English 


Canadian managers, 


Measurement Techniques Employed 


The techniques employed to derive the indices for each leader- 
ship scale on which the two ethnic groups are compared are identical 
to those utilized in Chapter IV with regard to the goal conflict scales. 
The reader is therefore referred back to pages 133 to 144 inclusive of 
Chapter JV for a detailed description of those techniques and their 


rationale. A few additional comments, however, are in order. 


The reader will note that the questionnaire format employed 
in the study of "The Management of People'' varies somewhat (in contrast 
to the single format used in the measurement of "Goal Conflict", as 
outlined in Chapter IV). While some of the statements (those in 
questionnaire 3, pagesll to 15) use the identical "Completely disagree - 
Completely Agree" scale format as that used for the measurement of 
Goal Conflict, a somewhat different approach has been employed in 
Questionnaire 4 (pages 16 - 17). In this questionnaire, the individual 


is required to indicate how often he believes a good superior should act 
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toward subordinates in the situations described in the statements, 

Tt was felt that the use of this particular type of format, one which 
has been tested and proven in other research studies, would be more 
appropriate to the content of these statements, thus enabling the 
individual to answer more easily, It should be noted, however, that 

in Questionnaire 4, as in Questionnaire 3, an eight-point scale has 
again been employed. So that percentage agreement with the statements 
could be uniformly employed in reporting the research results, thereby 
simplifying the interpretation, the format employed in Questionnaire 

4 was considered, for all intents and purposes, to be equivalent to 

the one used in Questionnaire 3. For example, the scale position l in 
Questionnaire 3, which reflects complete disagreement, was considered 

to be equivalent in term of intensity of attitude, to the scale position 
1 of Questionnaire 4, which reflects the opinion that a good subordinate 
should "never" act in the manner described in the statements. Similarly, 
the “eats position 8 on Questionnaire 3 ("Completely Agree") was consi- 
dered to be equivalent in attitude intensity to the same position on 


Questionnaire 4, ("All the time"), 


Because of the near-equivalence of the scale formats of the 
two questionnaires, then, the term percentage agreement was used here 
also to express the research findings for the statements in Questionnaire 
4. Following this procedure the "percentage agreement" with the statements 
in Questionnaire 4 refers to the percentage of managers who feel that 


a "good" superior should act in the manner suggested in the statements 
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"A little more than half the time", "A good deal of the time", or 
"Most of the time", or "All the time", that is, the percentage of 
managers who place their answer at any point within scale positions 

5 through 8 As stated above, this would be equivalent to the 
"Slightly agree" to "Completely agree" categories of Questionnaire 

3, as used in reporting the results for Goal Conflict, in which 

case percentage agreement with a particular statement reflected the 
percentage of managers who answered within these four scale positions. 
It was felt that this was a reasonable assumption to make and the 
analysis of intercorrelation of statements, in fact, confirmed the 


validity of this assumption. 


Questionnaire 5a on pages 17 - 18 represents another 
variation in format, that the researchers felt would be an interesting 
style to use for presenting certain over-all measures of the dimensions 
studied. As it turned out, only two of these statements, based on an 
analysis of the intercorrelation of statements, were found to be scalable, 


Suggesting that this format is not generally a very reliable one, 


Research Results 


In the presentation ot "Research Results'', which follows imme- 
diately, the findings for the attitude dimensions incorporated in the 
leadership model will be reported in the order in which the three components 
of the model were described earlier in this chapter. In the first component 
the research findings for Interpersonal Premises will be presented followed 
by a report of the findings for Status Needs. The findings for the two 


attitude dimensions of the second component Task Orientation and Consider- 
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ation of Others will follow in that order. The presentation of results 
for Participation in Decision-Making and Supervisory Control, the two 
dimensions of the third component, will complete the analysis of 


attitudes toward the "Management of People", 


(1) Interpersonal Premises 


As was noted on page 370 of this chapter, a total of twelve 
statements were utilized in the questionnaire to tap this dimension 
of Interpersonal Premises. In the derivation of a common or core scale, 
three of these statements, did not significantly correlate with the 
other items previously mentioned, These are Statements 19 and 47 of 
Questionnaire 3 (PPe 14 and 15) and Statement 17 of Questionnaire 5a 
(page 18) to be found in Appendix X. Analysis of the intercorrelations 
among the remaining statements revealed that two core scales could 
actually be developed: a major scale consisting of a total of seven 
statements, and a minor one comprised of two statements, The major scale, 
hereafter referred to as Scale H, consists of the following statements: 

Statement 56: "Employees are lazy by nature"! 

Statement 39: "Most people try to do as little work as possible,'! 


Statement 34: "Generally, one must learn to be suspicious in 
relation with others," 


Statement 37: “Praising workers for good work only leads to 
demands for more pay." 


Statement 55: "The nature of a superior's job makes it necessary 
for him to be unpopular with his subordinates," 


Statement 24: "'The only guarantee of good work is a fat pav 
envelope," 


Statement 29: '"'The usefulness of the product he is making is 
of little concern to the average employee," 
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The reader is reminded that these statements have been Listed 
in order of importance in terms of their connotation of meaning for 
the major scale (see page 246, chapter IV), As the reader may observe 
in examining the content of these statements (with particular emphasis 
on the first four), the over-all theme of this major core scale is the 
general level of confidence that an individual has in other people's 
intrinsic interest in work and basic commitment to the organizational 
goals of the institution to which they belong. It is interesting to 
note that the two "key" statements (56 and 39) in the cluster ("key''! in 
the sense that they are more highly intercorrelated with each other 
than with any other statement in the cluster), constitute two of the 
fundamental assumptions about people that a Theory XK manager has 


(McGreeor's theory is outlined on page 37lof this chapter). 


As one might expect, this postulate of man's inherent apathy 
toward work is related to his indifference in the end-product of his 
activities (statement 29) and therefore to the traditional theory of 
motivation based upon the familiar notion of the "economic man" 
(statements 37 and 24). It is no wonder that under such circumstances, 
"one must learn to be suspicious in his relations with others" in the 


work situation. 


The minor scale, hereafter referred to as Scale Hl, consists 
of Statements 51 and 11, reproduced below: 


Statement 51: "Superiors are usually criticized more than 
they deserve. 


Statement 11: "Even if they would never openly admit it, 
most subordinates are pleased when a superior slips up." 
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The essential theme of this cluster concerns the attributed 
disloyalty of others toward the manager's role as reflected by the 
manager's perception of the aggressiveness that others direct toward 
his position of authority. The manager who agrees with the statements 
of this scale obviously attributes ulterior motives to others, the 


nature of which reflect very strong feelings of being treated unjustly. 


Before comparing both cultural groups on each of these two 
clusters, it should be noted that, contrary to our expectations, 
Statement 55 turned out to be intrinsically related to the work motiva- 
tion dimension and not to the loyalty dimension as originally thought 
(the interested reader is referred to the intercorrelation matrix shown 
in table ll of appendix K ). The individual who agrees with this statement 
then is not making a value judgment regarding the loyalty or disloyalty 
of others but simply stating that "being unpopular is part of one's 
job as manager if one lacks confidence in others, Indeed if a manager 
cannot trust others because "people are lazy by nature" and not intrinsi- 
cally interested in their work, he will undoubtedly tend to be unpopular 
with his subordinates being presumably obliged, in order to get the job 
done, to force them to work more or less against their will by using 


coercive methods that they would find difficult to accept. 


Turning to a comparison of French Canadian and English Canadian 
managers on their responses to Scale H, the major core scale of this 
Interpersonal Premises dimension, Table 1 shows the distribution of the 


means of the two ethnic groups across organizational levels within 
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Table 5,1 = Distribution of Mean Scores on Interpersonal Premises, Scale H, 
for French Canadian (FC) and English Canadian (EC) Managers, shown by 
Company (C) and by Organizational Levels (L) within Companies, 
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the companies for this scale, 1 


Inspection of the data reveals that in all fifteen level 
comparisons, the French Canadian group mean is higher than that of the 
English Canadian group. This trend is, of course, statistically 
significant. In addition, all fifteen mean differences are large and 
also statistically significant. In short, French Canadian managers' 
level of confidence in others is much lower than it is for English 
Canadian managers and the fact that large differences are found at all 
levels of all companies indicates that it is clearly a strong cultural 
difference. The magnitude of the difference is further emphasized by 
the fact that the mean scores for the total French Canadian management 
group (combined across all levels of all companies) is 4.1 (co 1.4), 
while that of the total English Canadian management group is only 2.9 
(o 1.1). It is also interesting to note that the French Canadian group 
means at the three successively higher levels of management are 4.4 
(6 1.4), 368 (6 1.3) and 4.0 (6 1.5) respectively. The corresponding 


English Canadian means are 3.0 (6 1.62), 2.8 (6 lel) and 2.5 (6 0.9). 


It is apparent that the gap between the two groups remains 
a wide one at all three levels and that French Canadian top management's 
outlook on people's motivation to work remains quite skeptical, much more 


so than that of English Canadian top management. These results indicate 


SEs Sn 
1 
In interpreting the data for Scales H and Hl, it should be noted 


that the higher the mean, the lower the degree of confidence in 
others, and conversely, the lower the mean the greater the trust 
in other people. 


‘brs ‘auale eer BaP aa Mobs oF anes kBngie 


7 S 
‘ar9gensm nerbensd fionext ~Jrofa ol .3nestitngte dlindvsersaaa ele 
la ak not ek i mpd rewol foun ai e1sd30 a3 sanebines 30 a 


mae i; 
fia te ‘based 216 Bsaaesadtb. al. Mais 158% ioe bos et9gensm astbans) — 


Jexualuo qgexie 6 viapelo at Ot yada esrsotbat eeinaqmoo [is to alovel 
vd. bastesdgqme reddzuk. ac sonetstiib siz to shbutingem sat -sona1s3tib 
tromegenpm netbsasd donosd Iatoy sft +02 estooe nasm ont tedz J>s2 offs 

e(Aeded? tgs 2i (estasqmos Lis Yo efevel iis eeoxos bonidmos) quota 
0.6 vias et quot JroMmsy BrBe natbana? delisaS isdet ef% to 3sd3 ol iw 
quoig mptbsas? dons1T sit sed 970m 93 gnidesisint ozis et at .CIt b) 


&. ote tnomogsnam to 2lovel tsrigtd vieviaseoquz S919 of? Js ensem 


gaibnogesston aft ,vievitoeqas: (2.1 6) 0.8 bas (£1 4) RoE staed od 
i 


«(8,0 b).¢.8 bra (I. ! b> B.S Sef 5) 0.8 ota enasm naitbated dat ign’ 


ectsmet equotg owt sft neewded gas oft sexs Jdezsqqs ak 37 


2'3nemsasnam god nsibensd fi9ne34 Jefs bra alavel somdlt iis 48 ano sbtw a 


siom rfoum ~lastiqeia s3tup entsmoy dto0w of notzavisom 2 ‘siqosq¢ no #ool3uo 


Maoibat esluzos azedT .Insmaganam qos netbaned Aetiges to tads madd oB 


besed sd Bivona 33 iH bas. H gsins2 rot sisb ods erissiqiustnt al — 
nt sonsbt tao Jo ssta9b si Yowol Sid ,fsam st 19Agid sd secd9 
tau%3 eft 1s3se19 sit neon oft yewol sii »visertsvaos bra <2t9dI0 . 


-sigosg tsdt0 mt 


- 398 - 


that the English Canadian management group is on the whole much closer 
than the French Canadian group is to the desired climate of mutual 
trust that an organization should have at its management level in 
order to function with maximum effectiveness as a fully integrated 
management team. : The two groups differ widely in their management 
philosophy of the individual worker and the hypothesis (hypothesis 1), 
which predicted that French Canadian management thinking would be much 
more tinted with elements of Theory X than would be English Canadian 


management's frame of reference, is verified. 


An analysis of each of the seven statements of Scale H2 revealed 
that for six of them, the trend whereby the percentage of French Canadian 
group members who endorsed the statement was greater than that of the 
corresponding English Canadian group, was found to be statistically 
significant. The French Canadian percentage was found to be greater 
in all fifteen comparisons for Statements 56, 39, 34 and 29; in fourteen 
of fifteen comparisons for Statement 24 and in thirteen cases for Statement 
55. Furthermore, large and significant differences within each of the 
fifteen comparisons were identified in all comparisons for Statements 34 
and 29, in fourteen comparisons for Statements 39 and 24, in twelve com- 
parisons for Statement 56 and in ten cases for Statement 55. It is thus 


clear that the large differences between the two groups are widespread 


, The reader is referred to the footnote on page 252 of Chapter IV 


for a description of the rationale behind this interpretation. 
2 The distributions of percentages are to be found in Tables 30 
to 35 inclusive of Appendix Y for Statements 56, 39, 34, 55, 
24 and 29 respectively. 
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not only in terms of the number of companies and management levels 
involved but also in terms of the number of statements that were 


found to contribute to this difference. 


The dramatic difference between the two ethnic proups in terms 
of this conceptualization of the drives, interests and needs of others 
is perhaps best illustrated by Statements 39, 29 and 34 shown in 
Tables 31, 35 and 32 respectively of Appendix Y. Table 31 reveals that 
although the majority of people disagree with this statement (more than 
50%, disagree) the discrepancy between the two ethnic groups is substan- 
tial in terms of percentage agreements. When considering the fifteen 
French Canadian management groups, it can be seen that the percentage 
of managers who agree with the statements varies from 16.7% to 45.47 
depending on the group. For the English Canadian management groups, 
this percentage varies from a minimum of 4.1% to a maximum of 20.6%. 

In six French Canadian groups, the percentage of managers who agree 

with the statement is above 40%, in six other groups it is between 307% 
and 40% while in the remaining three, two are in the twenties, the lowest 
percentage being 16.7%. In contrast, the percentage of English Canadian 
managers who agree with this statement is less than 10% in six groups, 
between 10% and 20% in eight groups and in only one group is it above 


20% (20.6% to be exact). 


The number of English Canadian managers who agree is almost 
negligible when one considers that in fourteen groups, the percentage 
agreement is actually less than 187. It is interesting to note that 


the percentage of French Canadian managers who agree with the statement 
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is more than five times as large as that of English Canadian managers 

in two cases, approximately four times as large in two others, three 

or almost three times as large in eight others, and approximately 

twice as large in the remaining three instances. Thus, many more French 
Canadian managers believe that "most people try to do as little work 

as possible", Since this statement is an explicit formulation of 

the first assumption of McGregor's Theory X, it can safely be concluded 
that, as a cultural group, French Canadian managers are much more 


Theory X oriented in their outlook than are English Canadian managers. 


A similar pattern appears to exist for Statement 29 (see table 
35 of appendix Y), only in this case there is hardly any overlap at 
all in percentage agreement between both ethnic groups. The French 
Canadian group percentages vary from 22.2% to 50% while those of the 
English Canadian groups vary from 4.8% to 24.6%. In seven French Canadian 
groups the percentage agreement is over 40% (one being 50%), in four 
others it is between 30% and 40%, while in the remaining four, the 
percentages vary between 22.27 to 27.7% Only two English Canadian 
groups are found at this lowest French Canadian level of percentage 
agreement, the remaining groups varying between 4.8% and 207% with two 
below 10%. Although the majority of managers disagree with this statement, 
it is clear that many more French Canadian than English Canadian managers, 
regardless of type of company or level of management, believe that the 
average employee is indifferent to the contribution he makes to society 
by being intimately associated with the manufacture of a "useful" 


product. 
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Having noted such large differences between the two groups 
on two fundamental dimensions of work motivation, it is not surprising 
to find that the statement on which the two groups differ most in opinion 
is Statement 34, The results shown in Table 32 of Appendix Y indicate 
that in all but two cases, the majority of French Canadian managers 
agree with the statement, while in all cases a large majority of 
English Canadian managers disagree with ite In nine English Canadian 
groups, the percentage of managers who agree with the statement is less 
than 207, the highest percentage in the fifteen groups being 27.1% and 
the lowest 6.5%. The lowest French Canadian percentage is 25%, the 
second lowest is 46.57%, the remaining thirteen being above 50% with 
seven in the sixties and one in the seventies. In ten cases, the French 
Canadian percentage is at least three times as large as the English 
Canadian percentage. In top management it is close to four times as 
large in two instances and more than eight times as large in the third 
case. The extremely large gap between both groups persists and even 


slightly increases from one level to the next. 


The significance of this finding cannot be overestimated. As 
ethnic management groups, French Canadian and English Canadian managers 
are actually worlds apart in their thinking with regard to one of the 
most fundamental, if not the most important principle of human behaviour 
underlying man's relationship to man in anv type of organizational setting. 
The attitude one has toward others on this dimension is the foundation 
for the development of sound, meaningful and constructive relationships 


that constitute the rock upon which organizations are built and the 
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assurance of their continued growth. It is also a major contributing 
factor to an individual's state of mental health at work. Many reasons 
could undoubtedly be invoked for this extremely divergent outlook on 
others by these two groups, some of which have already been suggested 
elsewhere (the reader is referred to the first section of this chapter 
dealing with the development of the leadership model). More will be 
said on this point later, after having had the opportunity to examine 
all of the dimensions of the model. Suffice it to say for the time 
being, that the leadership climates of the two groups, stemming from 
such divergent ideologies, are very different indeed and the differen- 


tial impact on subordinates should be most significant. 


A much more strongly worded version of Theory X than that 
of Statement 39 is found in Statement 56. It is undoubtedly for this 
reason that, as indicated in Table 30 of Appendix Y, the greater majority 
of managers of both ethnic groups disagree with this statement. Never- 
theless, here also, many more French Canadian percentages vary from 
a low of 14% to a high of 41.1% while those of the English Canadian 
groups range from 3.9% to 20.6% only. The large discrepancy between 
the two groups is illustrated by the fact that while in eight French 
Canadian groups the percentage agrement is 20% or more and in no French 
Canadian group does one find a percentage below 10%, in eight Enelish 
Canadian groups, the percentage is below 10% (two below 5%) and in only 
one case is the percentage agreement above 207%. In all but three cases, 
the French Canadian percentages are at least twice as large as the 


English Canadian percentages, Thus a significantly greater number of 
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French Canadian managers believe that “employees are lazy bv nature,!! 


Finally, the denial of motivating forces other than money 
for the successful accomplishment of tasks is much more widespread 
among French Canadian managers than among English Canadian managers, 
as evidenced by the results shown in Table 34 of Appendix Y, even 
though the majority of people disagree with the statement. In fact, 
in only one French Canadian group is the percentage agreement above 
107,, and in seven groups it is below 5%. Thus only a very small 
minority of Fnglish Canadians are of this opinion. The same cannot be 
Said however for French Canadian managers, since in ten groups, the 
percentage agreement is above 20% with four in the thirties, and in 
only three groups do less than 10% of the managers agree with the 


statement. 


With such a strong Theory X-orientation, one would expect to 
find that more French Canadian managers than English Canadian managers 
would believe that their job "makes it necessary for them to be unpopular 
with their subordinates", for reasons already outlined above (see page 395). 
This is indeed the case, as shown by the results in Table 33 of Appendix Y. 
Although the great majority of managers disagree with this statement, 
the fact remains that in three French Canadian groups more than 25% of 
the managers agree with this statement and in only four groups does 
the percentage fall below 15%. In contrast, for French Canadian managers, 
the percentage of managers who agree falls below 15% in twelve of the 


fifteen groups (in eight groups it is below 10%!) and in no English 
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Canadian group does one find a percentage greater than 257%. It is 
interesting to note that this notion seems to be more prevalent among 
first level French Canadian managers than among second level managers, 
although large differences between the two ethnic groups still exist 


in middle and top management. 


Let us now turn to an analysis of the responses of the two 
groups to Scale Hl, the minor scale of this dimension. This scale, 
as previouslv noted, concerns the perceived disloyalty that subordinates 
show toward the manager's role, and is composed of Statements 51 and ll. 
Table 2 shows the means of the two groups for this scale. In fourteen 
of the fifteen level comparisons, the French Canadian means are larger 
than those of the English Canadian's. This result is, of course, statis- 
tically significant and indicates that in comparison to English Canadian 
managers, French Canadian managers, as an ethnic group, are much more 
of the opinion that others act in a disloyal manner toward them. In 
thirteen of the fifteen comparisons the French Canadian group means 
exceed those of the English Canadian corresponding groups by large and 
significant amounts. In terms of an over-all comparison of means, the 
French Canadian total group means was found to be 6.4 (6 1.9) while 
that of the English Canadian total group was 5.7 (6 2.0). It is interest- 
ing to note that at level 1 the French Canadian group means is 6.6 (6 1.8), 
at level 2 it is 6.0 (6 1.9) and 5.7 (6 2.1) at level 3. The corresponding 
English Canadian group means are 6.1 (6 129), 5.4 {6 1.9) and 5.0 (a 1.7) 
respectively. Thus, although both groups adopt more positive attitude 


toward others at successively higher levels of management, the gap between 
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Table 5.2 - Distribution of Mean Scores on Interpersonal Premises, Scale 
H Ll, for French Canadian (FC) and English Canadian (FC) Managers, shown 
by Company (C) and by Organizational Levels (L) within Companies. 
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them remains a significantly wide one at all levels, These results 
are in the direction predicted by Hypothesis l namely, that French 
Canadian management ideology would be much more negatively oriented 


toward the motives or intentions of others in the workplace. 


An examination of the responses given by managers of both 
ethnic groups to each of the two statements (statements 51 and ll 
shown in table 36 of appendix Y and table 9 of appendix Z respectively) 
reveals that the differences between the two groups on Scale Hl are 
primarily due to their opinions relative to Statement 51. For both 
of these statements, it can be seen that the percentages of managers 
who agree are generally quite high (the great majority of percentages 


are above 50Z). 


For Statement 51, however, the French Canadian percentages 
are higher in fourteen of the fifteen comparisons, twelve of which 
are larger by statistically Significant amounts. The average difference 
was found to be 15%. In twelve groups the French Canadian percentage 
is above 70% with only one group below 60%. Eight English Canadian 
groups are below 60% with only three being above 70%. No Significant 
pattern was found for Statement 11. Thus while both groups agree about 
equally that subordinates "are happy when a superior makes a mistake", 
a significantly greater percentage of French Canadian managers are of 


the opinion that they are unduly criticized by others, 


The fact that so many managers of bothethnic groups agree 


with these two statements, especially Statement ll, indicates that this 
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aspect of human relations could leave much to be desired in terms of 
establishing a tension-free level of mutual rapport among Canadian man- 
agement people, This would, of course, depend on the reasons behind 
these feelings, The researchers would suspect that they are different 
for each ethnic group. It is possible that the English Canadian opinion 
reflects the strong competitive atmosphere usually found in groups with 
high achievement needs and strong identification with the organization, 
The French Canadian opinion, on the other hand could Simply be a symptom 
of vindictiveness on the part of subordinates who are oppressed and 


frustrated under such an authoritarian regime. 


In concluding this analysis of Interpersonal Premises, it 
should be noted that the results and corresponding interpretations gen- 
erallv apply as well to French Canadian managers of a French Canadian 
firm (company 2) when compared to English Canadian managers of an English 
Canadian firm (company 9). It is therefore apparent that the personal 
ideology of the French Canadian manager is not the result of his being 
a manager in a bicultural setting. It does however imply that being a 
member of a bicultural team in no way affects his personal management 
philosophy. Hence, the results on both Scales H and Hl are dramatically 
clear and unambiguous. Managers of the two ethnic groups hold entirely 
different assumptions about the attitudes and behaviour of subordinates 
in the industrial setting. In outlining the dynamic forces at play, it 
was hypothesized that one major reason for this state of affairs could 
lie in the different perspective that each would have toward the status 


of their managerial position, a consideration to which we shall now turn. 
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(2) Status Needs 

The pattern of interrelationships among the ten statements 
which were originally selected to measure this attitude dimension of 
the first component of our model (see page 366), revealed that three 
statements had to be dropped from consideration: Statements 15, 71 
and 48, Of these three, Statements 15 and 71 showed some relation- 
ship with the majority of the other statements, but not of sufficient 
strength to merit their inclusion in the scale, while Statement 48 
showed no relationship with the other statements. The core scale 
for "Status Needs", hereafter referred to as Scale I, thus consisted 
of seven of the total of ten statements employed. For the reader's 
convenience, these seven statements are reproduced below in order of 
importance in terms of their connotation of meaning for this scale. 


Statement 12: "A superior never has to explain his acts 
to his subordinates,"' 


Statement 43: "A good superior should never admit it to 
his subordinates when he makes a wrong decision," 


Statement 20: "It weakens a superior's authority when he 
has to admit that one of his subordinates has been right and he has 
been wrong,"! 


Statement 26: "A superior doesn't allow his subordinates 
to make jokes about him, if he wants to keep his authority," 


Statement 40: "To openly express one's disagreement with 
a superior's decision regarding an important problem shows a lack of 
respect for authority,"! 


Statement 38: "When a decision has been made and subordi- 
nates have been notified of it, it is a bad policy to go back on that 


decision," 


Statement 30: "A superior cannot afford to make mistakes,"! 
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As can be seen by inspection of these statements, es- 
pecially the first few, the theme of this scale conforms closely 
to the general definition of the "Status Needs" attitude dimension 
previously outlined (see page 366), that is, "the degree to which the 
individual uses and protects the authority and prestige of his 
management role in dealing with subordinates."' In Scale I, the 
predominant connotation is the superior's perception of the unim- 
peachable nature of his authority and his need to guard and protect 
his infallibility as an authority figure, as reflected strongly 
not only in the two "nuclear" statements of the scale, (statements 
12 and 43), but also in the next two statements in order of impor- 


tance, Statements 20 and 26, 


Table 3 shows for Scale I a comparison of the means of the 
two ethnic groups across organizational levels within the companies. + 
Of the fifteen level comparisons, it can be seen that the means of 
the French Canadian group exceeds those of the English Canadian group 
in thirteen, This trend is of course, a Statistically significant 
one and clearly indicates that, as an ethnic group, French Canadians 
value more highly the status of their position of managerial authority, 
feeling definitely more strongly that their acts and decisions are 


above question and reproach, than do English Canadian managers 


In interpreting the data for Scale I, it should be noted that 
the higher the mean, the greater the need for Status, and 
conversely, the lower the mean, the less emphasis managers 
place on the status of his position, 


. a | " is yc os i 
i - ? ' : 7) 


; - | 228 ,2Retometste eveds to noltoeqemt yd woes od aso aA f | 
a yterols awretne> efeoe 2idg Xo smild oda .woF 92722 ofa yar sk: 


nay Sats 


oy 
a 
7 


note namtb epee bite Mahesh eus ave" any to nottindisb twioteutal 
» ona dotdw oa yevers oft at taid . (ddr ogeq sou) bentituo yvlesotven a 
- elif 2o seisanrq bes writortus edt etosdotq base aseu onal a! 
| on ,t elas? ol “,aetantbicdue iv grit teeb nk slos ‘nsdiielians 7 
~ingthi $HP Ao motiaqnezsg alyortsque eff ak nottstonn0s Joantmobsq = 
Sas%0%q boe bisus of bean aid bes yittoraye atd to evusaen oldsdoseq 
vignorse boszelie: 25 cruel? virrodgus ma as wikitdl leink afd 
atnsaeist2) ,alese sdi to a4nsmesoze “taelour” ows of2 At vino Jon 
“foqni to iebro ni asnemsiaze ows jyen oda nt cele sud ,(ed bas Sf 


.OS boa OS agnometste .9ons? 


ena iH ankom gH Zo moetisamco> c T slacsg tot aworde € aldseT 
1 setneqmoo 6d airgiw alavel lacoitastnagro eeotss equotg 3ind3s ows 
fo afipem sid Jatt nese ed neo Ji .anmoekrequos Ievel nesxtk? edd 20 


. > fr Ligh 
quoug neihans? deiignd sit 30 sods ehesoxs quota natbansaD donetd eld 


tnsotliinaie yilesiteignie so ,esitv0o to 2t bnerd etdT j.asadvidd at 
enarbane) doastd ,avoty xindse ua 2s .jadd eecactbn? visselo has sao 
: *Viivonges laitegenam to motziaoq tisii Yo autete sd? vidgid strom silev 


eta enoleiseh bas eton trea asdz yignorse ex0m yletintteb ant iss? 


, @isgscom asibans) deitond ob nad? ,.dosotas7 brs notstaeup evods 


Jad> baton sd biiode it .f sisoe t0ot stab set gataergqretat al 
bas ~2uJaje 101 benn oft ts3s919 95 »nasm sft xorigid odd. 
eyagsnem Stestiqnes eas! sly ,nsom ofs rawol els .yIsatsynos 
sftoltiaoq eFA to avast. end no scalgq 


Table 5.3 - Distribution of Mean Scores on Status Needs, Scale I, 
for French Canadian (FC) and English Canadian (EC) Managers, shown 


by Company (C) and by Organizational Levels (L) within Companies, 


Lj L 2 L 3 


ch FC ( 45) 4,2 ( 27) 3.9 


Cay EC ( 58) 4.3 (575.359 
(123) 5.1* ( 81) 3.9% 


( 83) 3.9 a 78 walle 


Chia FC ( 71) 4.8* ( 21) 4.0 


Gary EC (123) 4.2 ( 91) 3.7 


FC (146) 5.3* € 43) 4.3 


Cs EC (248) 4.3 ( 92) 4,2 
(307) 4.9% (243) 4.6* (17) 4.8 


(iva. ac5 (109) 3.8 ( 28) 3.5 
rye3 of opagake (19) 3.4 


C1, 3, 10, 5 BC (103) 3.2 


* Indicates a significant difference beyond the .03 level of confidence. 
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as an ethnic group. This wide difference between the two groups in 
their views of the status-authority dimension is further attested by 
the fact that in the thirteen instances in which the French Canadian 
means are higher, nine are larger by significant amounts, The wide 
disparity between the two groups can also be seen in the large and 
Significant difference between them in the over-all means, which, 
for the French Canadian group was found to be 4,6(c 1.6), while for 


the English Canadian group it was 3.9 (6 1.3). 


In this context also, it is worth noting that the differ- 
ences between the two groups in their views on the value of authority 
holds up across all three organizational levels, with the means of 
the French Canadian and English Canadian group respectively being 
4.9 (6 1.7) and 4.2 (6 1.4) at the lower level of management, 4,2 
(6 1.5) and 3.7 (6 1.3) at the middle level, and 4.0 (6 1.5) and 
302 (6 1.1) at the higher level. Thus while for both ethnic groups, 
the trend upward at successive levels of the hierarchy is for managers 
to place less emphasis on the value of their status, and have less 
tendency to view their position of authority as being supreme, the 
differences between the two groups are nevertheless maintained, and 
in fact are slightly larger (in terms of the means) at the higher 
level of management than at the other two echelons. Thus, going 
from the lowest to the highest level of management does not at all 


diminish the differences between the two ethnic groups on this aspect 
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of status concerns, as one would hope. The research findings for 
Status Needs thus confirm the hypothesis, Hypothesis I, which pre- 
dicted that French Canadian managers would value the status of their 
position of authority more than would English Canadian managers, 

In this context it is worth noting that in the interpretations of 

these results, the researchers have not intended to imply that French 
Canadian managers are status-conscious, while English Canadian managers 
are not. Indeed, the mean levels of both groups are high enough to war- 
rant the assertion that managers of both ethnic groups value the status 
and authority of their position more than is considered desirable 
according to the standards outlined previously (page 252 of Chapter IV), 
The main point is that French Canadian managers value status significantly 


more than do their English Canadian counterparts. 


Turning to the individual statements of the scale, it was found 
that a significantly greater percentage of French Canadian managers agreed 
with five of them (statements 12, 20, 26, 40 and 43) while the Opposite was 
found to be true with Statement 38. With regard to Statement 30, the nun- 
ber of times the percentage of French Canadian managers who agreed exceeded 
that of English Canadian managers was not sufficient (nine of fifteen com- 
parisons, see table 10 of appendix Z) to warrant the conclusion that a 
cultural difference existed on this particular point. Tables 37 and 41 of 
Appendix Y show the results for the two most discriminating Statements, 26 
and 40, For both Statements, the French Canadian percentage exceeds the 


corresponding English Canadian one in fourteen of the fifteen comparisons, 
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The trends are therefore significant ones, and further attesting to the 
large discrepancy between the two groups on these statements is the fact 
that eleven percentage differences are statistically significant for 


Statement 26 and ten for Statement 40, 


For this latter statement, it can be seen that the percentage 
differential between the two groups is quite large. Although the majority 
of managers of both groups in most cases disagree with the statement, the 
French Canadian percentage of managers who do agree with it is at least 
twice as large as the corresponding English Canadian percentage in seven 
instances. The French Canadian percentages vary from a low of 16.7% to a 
high of 64.7% while those of English Canadian managers range from 8.2% to 
39.2% only. In seven French Canadian groups, the percentage agreement is 
above 40% while in only four groups is it found to be below 30%. Eleven of 
the English Canadian percentages, on the other hand, are below 30% and none 
are found to be above 40%. Thus many more French Canadian managers believe 
that to openly disagree with a superior's decisions on important matters 
is an open manifestation of an individual's lack of respect for his superior 


and the authority he represents. 


Significantly more French Canadian managers also believe that to 
preserve the authority status of their position, they should not allow 
subordinates to make jokes about them. Table 26 (appendix Y) reveals that 
in seven of the French Canadian groups, the percentage of managers who agree 
with the statement is above 50% with four percentages actually in the six- 


ties. In only three groups is this percentage below 30%. In contrast, in 
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only one English Canadian group did more than 507% of the managers agree 
with the statement (actually 51%) and for six other groups, the percentage 


agreement was below 30%, 


It is worthwhile noting that both of these statements refer to 
overt behaviour on the part of subordinates, a conduct which will not tend 
to be interpreted in the same manner by members of each of these two ethnic 
groups. The implications of the results from a communication standpoint 
are obvious in terms of their effect on the manner in which various manage - 
ment activities will be carried out in the Organization. For example, the 
practice of conducting group meetings in an effort to foster more effective 
teamwork in the solution of important problems has become more prevalent as 
industry has become increasingly aware through the medium of the social 
Sciences of the long-term benefits that can be derived from such "brain- 


storming" in group problem-solving sessions, 


It is rather well-known, at least it has always been the exper- 
ience of the researchers whenever thev have in one way or another been in- 
volved in such sessions, that in meetings where members of both cultures 
are present, French Canadianshardly participate, in contrast to their 
English Canadian colleagues. Since these meetings are alwavs conducted in 
English, the inability of the French Canadian to become "involved", at least 
as much as his English Canadian colleagues, is invariably attributed to his 
difficulty in "followine" the conversation, The fact that the French Canadian 


himself usually invokes the same socially-acceptable reason for not partici- 
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pating only reinforces this stereotyped explanation. Although it undoubtedly 
is a contributing factor, the authors of this report believe that it is not 
the major one by far. Indeed, their results strongly support that the author- 
itarian climate of the French Canadian milieu creates, within the French 
manager, a state of mind which seriously inhibits any inclination on his 

part to freely voice in these meetings any personal viewpoint that might 
deviate from those of his superiors on the perceived consensus of the group. 
In addition the easy, informal atmosphere that usually characterizes such 
sessions, a typical English Canadian strategy that serves to alleviate ten- 
sions, only tends to increase the uneasiness and anxiety of the French 


Canadian member. 


In the light of these comments, it is interesting to see that, 
for both of these statements, the French Canadian percentage drops rather 
markedly at successively higher levels of management, thereby suggesting 
that many French Canadian managers who reach higher levels of management, 
do change attitudes with respect to these two points, It should be remem- 
bered however that large differences still tend to persist at these higher 
levels. Finally, the high percentage of French Canadian third level managers 
in the entirely French Canadian company (company 2) who agree with this 
statement, in contrast to the low percentage of other third level French 
Canadian managers, underlines the strong influence of the French Canadian 
culture on these matters. In short, the inability of the French Canadian 
to utilize his resources and have others benefit from them in group meetings, 
is probably to much greater extent the result of a bicultural problem of 


adaptation than it is the outcome of a bilingual problem. 
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The other three statements on which significantly more French 
Canadian managers than English Canadian managers agree relates to a mana- 
ger's strong defensive reactions toward personal errors in an effort to 
protect the status of his position, It can be seen by examining the dis- 
tribution of percentages shown in Tables 38, 39 and 40 of Appendix Y that 
the large majority of managers of both ethnic groups, especially in middle 
and top management, actually disagree with the statements. This is un- 
doubtedly due to the very strong wording of these statements, Nevertheless, 
the percentages of French Canadian managers exceed those of English Canadian 
managers in twelve of the fifteen comparisons for Statements 12 and 43, and 
in eleven instances for Statement 20, Again for all three statements, the 
largest differences between the two ethnic groups, are found at the lower 


level of management, 


For Statement 12, the French Canadian percentage agreement is 
above 20% in seven groups and below 10% in four. The English Canadian 
percentage agreement is above 207%, in only one group, and in six others it 
is below 107%. For Statement 20, four French Canadian percentages are above 
15Z (one as high as 24%), eight between 5% and 15% and three below 5%. No 
English Camadian percentages are above 15%, eleven are between 5% and 157% 
and four, below 57. Finally, for Statement 43, six French Canadian per- 
centages are above 10%, four between 5% and 10% and five others below 5%, 
All English Canadian percentages are below 10% with only three being above 


5% 


Tt might be well to point out at this time that the method 
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chosen to analyze these statements, though a generally sound one!, is 
not the most sensitive one to apply in all cases. When dealing with 

a statement worded in a very socially desirable or undesirable manner. 
one can expect most if not all of the people to either agree or disa- 
gree with it. In such instances obviously a simple study of the state- 
ment in terms of a percentage agreement is not generally revealing, 

One should then examine further the extent to which the managers of 
each ethnic group agreed or disagreed. It was therefore decided that 
in the few instances when such a distribution of percentages occurred, 
an additional table would be presented whenever differences were found 
between the two ethnic groups in terms of the extent to which each 
group agreed or disagreed with this statement. Again in order to 
avoid the presentation of cumbersome data, it was decided to present, 
in such instances, the distribution of percentages for extreme cate- 
gories of responses only [either the "completely agree" or "strongly 
agree" categories or a combination of both (in questionnaire 4 it would 
be the "Most of the time" - "All of the time" categories) or the 
"completely disagree" or "strongly disagree" categories or a combina- 
tion of both (the corresponding questionnaire 4 categories being 
"Never" -"Rarely'') depending upon which best reflected the trend of 


resitffay?) 


The reader is referred to pp. 254-255 of Chapter IV where the 
rationale of this method of analysis is outlined. 2 Tt should 

be remembered that the extent to which managers agree or disa- 
agree with a statement influence the mean scale scores presented 
in this report. 
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For these three statements then, Tables 38a, 39a and 40a 
are presented, giving the distribution of percentages of managers of 
each ethnic group who endorsed the "completely disagree" or "strongly 
disagree" categories, It can readily be seen in examining these tables 
that French Canadian managers are actually more status-conscious than 
their English Canadian colleagues since, on the whole, thev do not 
disagree as much with these statements. In other words, although both 
groups tend to disagree with the statements, English Canadian managers, 
as an ethnic group, tend to either completely or strongly disagree with 
them while French Canadian managers, as an ethnic group, tend to mod- 
erately or slightly disagree with them. For Statements 12 and 43, 
the French Canadian percentages exceed those of the English Canadian 
groups in fourteen comparisons, the majority of differences being fair- 
ly substantial ones, For Statement 20, French Canadian percentages 


are higher in eleven comparisons. 


A significantly greater number of English Canadian managers 
agree with one statement, Statement 38. Table 42 of Appendix Y reveals 
that the English Canadian percentage exceeds the French Canadian percen- 
tage in twelve of the fifteen comparisons. It is obvious, however, that 
the difference is not a very important one since the average percentage 
difference is only 7% in a situation where a majority of each ethnic 


group agrees with the statement. 


Before concluding this section, a final comment should be made 


relative to Statement 15. The pattern of relationships between this 
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statement and the other statements was not sufficiently similar for each 
ethnic group to warrant its inclusion in an over-all scale of Status Needs. 
Tt would appear that for reasons unknown to the authors, to flatly state 
that ''a subordinate who makes jokes about his superior lacks respect for 
authority" does not have the same status connotation for each of these two 
ethnic groups. At any rate, it is most interesting to note the wide diver- 
gence in point of view between French and English Canadian managers on 

this statement as revealed in Table 1 of Appendix X. In all fifteen 
comparisons the French Canadian percentage is higher than that of the 
corresponding English Canadian group and in thirteen of them, the differ- 
ence is a statistically significant one, Although the percentages of 

both groups are high, those of the French Canadian managers are unusually 
high, In five French Canadian groups the percentage agreement is above 
807, in four others it is between 70% and 80% while in the remaining five, 
four are in the sixties, the lowest being 50%. No English Canadian per- 
centages are in the eighties, only three are in the seventies and nine 


are below 607, three of which are actually below 40%, 


A comparison of the results for Statement 15 with those of 
Statement 26 (table 37, appendix Y) reveals that a substantially ereater 
percentage of managers of both ethnic groups endorse the former statement, 
Thus many managers feel that, although "a subordinate who makes jokes 
about a superior lacks respect for authority", they would not go so far 
as to say that they would not allow a subordinate to do SO, in order to 


keep their authority. 
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In concluding this analysis of Status Needs, it is clear that 
on the whole, the typical French Canadian manager, much more than the 
English Canadian manager, holds to a philosophy of management which 
dictates that the status of his position in the hierarchy must be guarded 
jealously since it is the tool he relies on most in his efforts to 
accomplish tasks through others. He very likely is, as a manager much 
more "on the defensive" in his superior-subordinate relationships, much 
more fearful that any questioning of his judgment or humorous allusions 
about his person will reflect negatively on the idealized image he holds 
of himself and will only serve to undermine his stature in the eyes of 
those around him. These conclusions generally apply as well to French 
Canadian managers of a French Canadian firm (company 2) when compared 
to English Canadian managers of an English Canadian firm (company 9), 
Suggesting once again that the status needs of the French Canadian man- 
ager,are not the result of his beine a manager in a bicultural setting 


but rather stem from deep-rooted cultural factors, 


Since members of the two ethnic groups have different status 
needs as well as a rather markedly divergent viewpoint regarding the 
work motives of subordinates, it is not difficult to imagine that 
because of these differences in outlook, their attitudes toward the 
accomplishment of tasks as well as the consideration they show for 
others will not be the same, an area of investigation which we will 


look into immediately. 


3) Task Orientation 


The first dimension of Component 11 of the leadership model 
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was investigated with the use of fourteen statements (as shown on page 
374 of this chapter). A study of the intercorrelations among these state- 
ments for each group taken separately indicated that a total of eight 
had to be eliminated because they did not show a similar pattern of 
relationships to the other statements of the dimension for both ethnic 
groups. It should be noted here however, that of the eight statements 
which were dropped, some of them could have been included in a scale 

for one or the other of the groups, but would not have formed a scale 
which would have the same meaning for both ethnic groups. Because of 
their general interest to the study of this attitude dimension, however, 
they will be commented on in the analysis of the separate statements 
which follow a little later in the discussion of the scale statements, 

Of the fourteen statements then, only six could be used to form scales 
with the same meaning for both ethnic groups. An analysis of these six 
statements revealed that two minor scales could be developed, each 
composed of three statements. These two scales will hereafter be referred 
to as Scale J and Scale K. Scale J contained the following statements: 


Statement 61: "He reminds others of the amount of work that 
has to be done,'! 


Statement 76: "He emphasizes the quantity of work to be done," 

Statement 79: "He puts pressure on his subordinates to get 
more production from them," 

This scale reflects the strong "pressure to produce" aspect of 
task orientation, the major theme being the manager's dominant concern 


and preoccupation with the gross output or volume productivity aspect of 
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task orientation, even to the extent of exerting pressure on subordinates 
and driving them to fulfill output norms. Scale K is composed of the 
following statements: 

Statement 70: “He maintains high standards of performance," 


Statement 67: "He insists that the deadlines that have been 
set for a given job be respected." 


Statement 73: “He encourages slow-working subordinates to 
ereater effort." 

In this scale, the theme reflects strone task concern, but in 
this case, the emphasis is upon the superior's "target-setting" function -- 
the degree to which he "structures" tasks for subordinates in the sense 
of maintaining and fulfilling standards and deadlines which have been 
set. Jt should be noted that the basic difference between Scale J and 
Scale K is that the latter one tempers strong task concern with a rec- 
ognition of the needs of people, this latter aspect being reflected by 
the notion of encouraging slow subordinates, contained in Statement 73. 
Scale J, on the other hand, emphasizes the pressure tactic in gettine 
subordinates to accomplish tasks, pushing subordinates rather than 


Supporting or encouraging them to meet output standards. 


Turning to a comparison of the French Canadian and English 
managers in their responses to Scale J, the first scale in "Task Orienta- 
tion", Table 4 shows the distributions of the means of the two groups 
across organizational levels within the companies for this scales 


— 


1 It should be noted that the higher the mean, the greater the degree 
of emphasis on task achievement as reflected by Scale J, while the lower 
the mean, the less the emphasis, 
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Table 5.4 - Distribution of Mean Scores on Task Orientation, Scale J, 
for French Canadian (FC) and English Canadian (EC) Managers, shown 
by Company (C) and by Organizational Levels (L) within Companies, 
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These data show that in thirteen of the fifteen level comparisons, the 
French Canadian means exceed those of the English Canadian groups, 

thereby indicating a statistically significant trend. In seven of these 
thirteen cases, the differences are large and important ones. These 
results indicate, of course, that French Canadian managers, much more 

than their English Canadian counterparts, are predominantly concerned with 
volume output, and take a tougher, more production-centered tack toward 


task accomplishment than do their English Canadian colleagues. 


Turning to the over-all comparison of means, the mean for the 
total French Canadian group was found to be 6.3 (61.9), while for the 
English Canadian group, it was found to be 6.1 (61.7). While this result 
at first glance seems to indicate very close proximity in the attitudes 
of the two total groups, it should be specifically noted here that the 
small difference between these two means does not truly reflect the 
actual magnitude of the trend of differences in attitude that does occur 
(as shown in a comparison of the means across levels). It can be seen 
that the mean of the French Canadian management group in Company 2 at 
level 1 is very low (5.9) when compared to the magnitude of the other 
means in the distribution, thus tending to reduce the size of the over- 
all mean for the total French Canadian group. Since the number of 
French Canadian managers in this instance is proportionately very high, 
this acts to reduce the size of the over-all French Canadian mean by a 
substantial amount, thus reducing the difference between the over-all 


means for the two ethnic groups, and giving the illusion of similarity in 
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attitudes toward this aspect of "Task Orientation". 


This relatively low mean score in Company 2 at the first level 
of management is also of significance in terms of the fact that it shows 
the French Canadian group at the lower echelon within a French Canadian 
company to be considerably less task oriented (in the sense reflected 
in Scale J) than French Canadian managers at this level within English 
Canadian companies. It is possible that the French Canadian manager at 
this lower level, being more anxious and ill at ease in a responsible 
position in an English Canadian milieu, would react by strongly stressing 
exclusive concern for task output than would French Canadian managers 
within the relatively less threatening environment of their own cultural 
milieu. This trend is not apparent for French Canadian managers at 
level 2 when comparing the English Canadian company to the French Canadian 


one. 


Inspection of the means across organizational levels reveals 
that the differences between the two ethnic groups hold up across all 
three organizational levels. In fact, the difference is larger at the 
higher level of management than at the middle level. For the first 
level of management, the means were found to be 6.4 (6 1.9) and 6.3 
(6 1.7) for French Canadians and English Canadians respectively, for 
middle management they were 6.2 (6 1.8) and 5.9 (6 1.7) and for the 
higher management level they were 6.4 (6 2.0) and 5.8 (¢ 1.8). It 
should be noted again that the French Canadian mean at level 1 has been 


reduced due to the effect of the very low mean in Company 2 at level 1 
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so that the magnitude of the inter-ethnic difference at this level is 

not accurately represented. It can be seen also that there is a slight 
drop in the endorsement of this strong concern for output on the part of 
English Canadians at successively higher levels of management, while such 
a tendency does not show up for French Canadians across hierarchial levels. 
This trend would imply then that there is a greater tendency among English 
Canadians than among French Canadians, as they advance up the hierarchy 

to modify their views, adopting a less exclusive orientation toward produc- 
tion, and a slightly less "tough" and more supportive approach toward 
subordinates in the pursuit of work goals. Thus, the two ethnic groups 

do diverge to a considerable extent in their view of this “pressure to 
produce" aspect of task concern, and thus, Hypothesis III, which predicted 
a higher degree of Task Orientation for French Canadian managers than for 


English Canadian managers is confirmed for Scale J. 


Turning next to the second scale of Task Orientation, Scale 
K, Table 5 shows the distribution of means for the two ethnic groups. It 
will be recalled that this scale concerns the standard or target-setting 
function of management. Inspection of the means reveals that of the 
fifteen comparisons across company levels, the means of English Canadian 
managers exceed those of French Canadian managers in thirteen instances. 
This trend is a significant one, showing that English Canadian managers, 


as an ethnic group, more strongly endorse this task-structuring and goal- 


For Scale K, the higher the mean, the greater the emphasis on this 
"standard setting" aspect of Task Orientation, while the lower the mean 
the less the emphasis. 
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Table 5.5 - Distribution of Mean Scores on Task Orientation, Scale K, 


for French Canadian (FC) and English Canadian (EC) Managers, shown 


by Company (C) and by Organizational Levels (L) within Companies. 
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setting aspect of task concern than do French Canadian managers. In the 
context of the attitude reflected in Scale K then, English Canadians show 
a higher degree of Task Orientation than do French Canadians, It should 
be noted also, that in eleven of the thirteen cases in which the English 
Canadian means exceed those of French Canadians, the differences are 
sienificantly large ones. In terms of the over-all comparison of means, 
the English Canadian total group mean was found to be 9.0 (6 0.8) while 
that of the French Canadian group was 8.5 (6 1.2). This over-all dif- 
ference is also statisticallv significant, and further emphasizes the fact 
that the two ethnic groups diverge quite widely in their views of this 
aspect of task achievement. It is obvious from the magnitude of both 

of these means however, that managers of both ethnic groups tend to 
stronglv endorse the view that high standards of task performance should 
be encouraged, and that work targets should be strictly adhered to by 
subordinates -- a trend which may be due in part to the strong emphasis 
being placed in business today on the importance of goal-setting as a 
major administrative function, and the current popularity of the "manage- 


ment by results" philosophy of organizational functioning. 


The means of the two groups across organizational levels were 
found to be (for French Canadians and English Canadians respectively), 
8.3 (co 1.3) and 8.9 (a 1.0) at level 1, 8.7 (6 1.0) and 9.0 (6 0.7) at 
level) 2, and 9.1 (co 0.7) and again 9.1 (co 0.7) at the higher level.of 
management, Thus the difference between the two groups holds up between 


the lower and middle level of management (the differences between the 
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means at both levels being significant), but disappears at the higher 
echelon. This convergence of the views of the two ethnic groups at the 
senior level of management is likely due to the necessarily strong em- 
phasis on the planning and goal-setting function at top echelons in any 
large corporation, French Canadian or English Canadian. It is also clear 
from an inspection of this data that French Canadian managers at higher 
levels more strongly support than those at lower levels, the view that 
standards of performance must be emphasized and maintained for subordi- 
nates in order to achieve task objectives, The same trend is true for 
English Canadian managers, but it is less pronounced, with extremely 
small differences between the means at successive levels. Hypothesis T, 
which predicted a greater degree of over-all Task Orientation for French 
Canadian than for English Canadian managers is not confirmed for Scale K, 
since the latter group more strongly express concern for setting realistic 
"vardsticks" for the performance of tasks, and encourage subordinates to 


respect and adhere to them, 


Taking the findings of these two scales as a whole then, one 
finds that the predominant views of the two groups differ markedly toward 
this over-all important dimension of task achievement in industrial or- 
ganizations. The typical French Canadian is more task-oriented than his 
English Canadian colleague in one aspect of work in the sense that he is 
strongly preoccupied with the urgency of achieving high levels of gross 
output, even to the point of keeping on subordinates! "backs" to make a 


good productive showing. In contrast, the typical English Canadian 
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manager is more task-oriented in another crucial aspect of work in the 
sense that, to a greater degree than his French Canadian colleague, he 
is concerned with setting high general standards of excellence for his 
subordinates, and being more willing and ready to provide encouragement 


to subordinates who have a difficult time attaining these standards, 


As previously indicated (page 376), it was expected that the 
French Canadian management group would show more over-all concem for 
task achievement than would the English Canadian group, due mainly to 
the sense of urgency he would feel to meet output norms, Thus the 
French Canadian, fearing that unless he shows a high record of production, 
will lose stature in the eyes of those around him would be expected to 
use his authority much more than would the Fnelish Canadian to make 
certain that output norms are achieved. It was expected then, that this 
relatively greater sense of urgency would result in a higher over-all 
degree of Task Orientation for the French Canadian croup. However, it 
was not possible to use a unitary index of this dimension of Component ll, 
since the intercorrelation matrix of the statements yielded not one, but 
two separate attitude scales, Thus, no single and definitive test could 
be made of Hypothesis III, since two scales of somewhat different conno- 
tation for Task Orientation were employed. However, the research findings 
for Scales J and K are very much in Line with the dynamics of our leadership 
model, as well as with the research findings of Chapter TV, since it was 
expected that the strong status needs and outlook of mistrust of the 


French Ganadians would lead them to emphasize task achievement at the 
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expense of good human relations, while English Canadians, having much 
less concern for status, and being more trusting of the dedication of 
others, would be less prone to function this way. The fact that the 
research findings show that the English Canadian group express more 
concern than do French Canadians for the goal and Standard-setting as- 
pect of task achievement in the work setting is one that certainly 
would be expected, had it been anticipated that a "pure" scale with 
this specific connotation would have been derived. The much stroneer 
inclination of English Canadians, in contrast to French Canadians, to 
value economic goals was amply illustrated in Chapter IV, while in terms 
of the dynamics of our leadership model, it would certainly be expected 
that the Enelish Canadian, being more egalitarian and confident of the 
interest of subordinates in seeing jobs well done, would concentrate 
more than the French Canadian on the target-setting aspect of task 
concern, and be more sensitive to the needs of others in their pursuit 


of task or project objectives, 


Tt should be noted in passing that the "desired" level of 
task orientation, in the sense that it is reflected by Scale J, is 
not an easy one to define. Certainly the 75% level is not one that 
would be normally recommended, since this could easilv mean that too 
much emphasis is being placed on the expedient aim of emphasizing volume 
output without due consideration for the needs of people involved in 
performing tasks, This strong emphasis could, in the long run, be 


dysfunctional for any organization. Yet, it would not be realistic 
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to recommend a low (257) degree of pressure to produce on all occasions, 
since there are emergency periods when pressure and drive applied to all 
members of a department or unit are necessary. In view of these factors, 
it seems reasonable then that a desired or recommended level of the 

Scale J aspect of task concern would be about 50% (a mean of 5.0) for 
managers in industry. The findings reported here then, suggest that 
both French Canadian and English Canadian managers lean a bit too strong- 
ly toward the overriding concern for output and toward pressuring subor- 


dinates. 


The picture is much clearer for Scale K. The 75% level (and 
above) of Task Orientation with respect to this scale could certainly 
be considered the desirable one for management in a large enterprise, 
in which planning and goal setting, with due regard for the needs of 
subordinates, would be an important success formula for any adminis- 
trator. On the other hand, a 25% level of task concern in the sense 
that it is reflected in Scale K could be considered excessively low, 
since the efficient production of goods and services is, in effect, 
the "raison d'étre"' of any business organization, and relative indiffer- 
ence to the setting and maintaining of performance standards would cer- 
tainly lead to disasterous results. In short, the findings for Scale K 
indicate that both French Canadian and English Canadian managers express 
a concern for standard setting which is above the required minimum, but 
as discussed in detail in the previous pages, English Canadian managers 


show significantly more concern than do their French Canadian counterparts. 


-r0due camels ages Saaligers 710i m1 seno0 gnibirrevo ae 


va 


season 


; 7 ails q 
bas) lovel Sex OAT .X giso2 10% rotseia doum at exu32tq aft 
ee oaks’ 
vinistra5 biuoo atase abd 0} dooqes1 dtiv noliasaer10 desT to (svods 
aL ees! 


soakiqyotns devel F:) at Jnomogemsa ro? sno sideiiesb sd3 bsrebtenoo od 
to ae eAt Pe brpgoi sub djiw .antitee isog bas antanalq elihead 
eisae vis 1204 sivmtot eesnoue Insisoqmt ma ad bluow :sasantbrodue 
sense od nt amtesnoo das? io fave! aes # \ » bras tsi20 sd3 nO ates 
«wol yvievigessx5 bsaebienoo ad biuos ¥ siase mk beineliey ei 3 jad 
-Jostis ni (2h 299kvice bas eboop to nottouborq tnstaiiie sz sonte 
-retiibni sviisier bas ynoiisstnsgio eespiaud yas to “"9123'b nowtat" ons 
“t99 bluow ebrabnsie sonamiotisq lo gninksiniam bas gnitise efi 03 sone 
4 sles yo? 2anibati oft .3tbde mI .etlvest aworeteaetb o4 basl yinies 
feorgay eToRenam oetbsans) iekisnd bre astbsnad onszt d3od tad3 sdaotbab - 
Jud ,muntnim bazispsy sia ovode ai dainw ant3sce Sisbeasa x03 miesnom 
_— 


arsasnsm osthsaas) dekien® .2sge8q 2auoivetg adz nt listeb wt beseysath 


+87 e973 93nvO> ABrhans) doneti zLrsd3 ob asda arsan05 sx0m vitnaotiing! 


--4834- 


Having discussed at some length the research findings for 
Scales J and K, let us now turn to an analysis of the separate state- 
ments, commencing with those of Scale J. Of the three statements that 
comprise Scale J, significantly more French Canadian managers than 
English Canadian managers agreed with two of them: Statements 61 and 
79. The distribution of percentages for these two statements are found 
in Tables 43 and 44 of Appendix Y. For both statements, the French 
Canadian percentages exceed the English Canadian percentages in thir- 
teen of the fifteen group comparisons, thus revealing a significant 
trend, and in ten of these comparisons, again for both statements, 
the differences are statistically significant, With regard to Statement 
61, the rather large differences between the two ethnic groups is 
illustrated by the fact that eight of the French Canadian percentages 
are above 60% and in only one group is the percentage agreement lower 
than 50%. In only three groups does the English Canadian percentage 
exceed 607 and in seven other groups the percentage agreement is below 
50%, two of which are actually in the thirties. For Statement 79, ten 
French Canadian percentages are above 50% and only one is below 407. 
In contrast, only two English Canadian percentages are above 507% and 


six are below 407% of which four are in the twenties, 


Thus many more French Canadian managers than English Canadian 
managers are of the opinion that a good superior should "remind others 
of the amount of work to be done" and "put pressure on subordinates to 


get more production out of them" at least more than half the time, It 
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is of particular interest to observe that these two statements refer 
specifically to a concern for production as it relates to subordinatese 
Statement 76 which reads, "he emphasizes the quantity of work to be done''s 
does not make such an explicit reference to other people. As shown in 
Table 11 of Appendix Z, this statement does not reveal any significant 
differences between the two ethnic groupS. The majority of managers 

of both cultures agree with it. It is apparent therefore that both 
ethnic groups value highly the quantity aspect of production, but one 
group, the French Canadian one, sees the need to pressure others and 
remind them of this aspect of work to a greater extent than the other 
group does, a finding which is very much in line with our model in terms 
of the observed differences between the groups on the two dimensions 


of Component I. 


As an ethnic group, English Canadian managers agree more than 
do French Canadian managers, with all three statements of Scale Ke Despite 
the very high percentages found for both cultural eroups for Statement ie! 
as shown in Table 47 of Appendix Y, the English Canadian percentages are 
higher than the corresponding French Canadian ones in twelve of the 
fifteen comparisons thereby indicating a significant trend. In nine 
group comparisons, the differences are statistically significant. Further 
attesting to the significant difference between the two ethnic groups 
is the fact that all fifteen English Canadian percentages are above 
907. while only eight French Canadian ones are. Although the great 


majority of managers are of the opinion that a good superior “encourages 
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slow-workine subordinates to greater effort" at least more than half 
the time, the fact remains that more English Canadian managers than 


French Canadian managers feel this way. 


As shown in Tables 45 and 46 of Appendix Y, Statements 67 
and 70 offer good examples of items worded in a very socially desirable 
manner. Just about every manager in the study feels that these two 
practices should be observed by good superiors at least more than half 
the time, Nevertheless, English Canadian managers feel that both of 
these practices should be put into effect to a significantly greater 
extent thando French Canadian managers. In thirteen of the fifteen 
comparisons for Statement 67 and in twelve of the fifteen comparisons 
for Statement 70, the differences are statistically sienificant.! 
This is illustrated by examining the distribution of percentages 
given in Tables 45a and 46a of Appendix Y. It can be seen that the 
percentace of English Canadian managers who completely agree (that is, 
who feel the practice should be put into effect all of the time) exceeds 
that of the corresponding French Canadian group of managers in fourteen 
of the fifteen comparisons for Statement 67 and in thirteen comparisons 
for Statement 70. The average difference in percentage in the fourteen 
cases for Statement 67 is 19% while in the thirteen cases of Statement 
70 it is 14%. Thus, as an ethnic group, English Canadian managers put 
1 

The reader will recall that the statistical analysis of the dif- 
ferences between the two ethnic groups within a company on any given 
statements was made bv comparing the mean scores of each ethnic group 


and not by comparing the percentage agreement per Se. For further 
details, see Appendix A, 
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more emphasis on maintaining high production standards, meeting dead- 
lines and supporting others in their work efforts than do French Canadian 


managers. 


As previously suggested, these results are consistent with the 
findings of Chapter IV which showed that the French Canadian manager's 
value system was significantly less compatible with the activities of 
a business organization than was the value system of the English Canadian 
manager. It would therefore follow that the French Canadian manager 
would not put as much emphasis on these practices as the English Canadian, 
especially in view of the fact that the former is of the opinion, much 
more than the latter, that subordinates are not intrinsically motivated 


to work. 


So as to better understand the mentality of both groups, a 
discussion of a few statements that were not included in these scales is 
in order. These are Statements 49, 65 and 57. As previously mentioned 
(see page 421), these statements did correlate with some of the other 
statements but the pattern of relationships was not sufficiently similar 
for bothethnic groups to warrant their inclusion in a scale on which 
these two ethnic groups were to be compared . They are, however, mean- 
ingful in themselves, since they are related to Task Orientation (see 


intercorrelation matrices of appendix K ) and an examination of 


—— nen 


See Appendix L for further methodological considerations. 
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their percentage distributions will throw some light on the different 
frame of reference that both groups have toward work in an industrial 


setting. 


Table 3 of Appendix X reveals that the two ethnic groups 
differ widely in their opinions regarding Statement 65. The French 
Canadian means vary from a low of 46.1% to a high of 84.87, indicating 
that a majority of French Canadian managers feel that a good superior 
"sees to it that his subordinates are working up to their limits" at 
least half of the time. Many more English Canadian managers feel this 
way however, since the English Canadian percentages range from 78.8% to 
95.1%. In all fifteen comparisons, the French Canadian percentage 
exceeds that of the English Canadian managers and in fourteen cases, 
the differences are large and significant. In fourteen of the fifteen 


English Canadian groups, the percentage is above 80%. This occurs in 


only two French Canadian groups. 


As one might expect in the light of the previous finding, the 
results for Statement 49, shown in Table 2 of Appendix X reveal that 
many more French Canadian managers than English Canadian managers are of 
the opinion that a superior should be "satisfied when all his subordinates 
meet minimum standards of production."' For all fifteen comparisons, the 
English Canadian percentage surpasses the French Canadian one and in 
fourteen of the fifteen comparisons, the differences are large and signif- 
icant. Twelve of the fifteen French Canadian percentages are above 257 


(with seven actually above 40%) while all fifteen English Canadian 
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percentages are below 257. Further evidence of the very large discrep- 
ancy hetween the two groups is provided bv the fact that in ten compar- 
isons the "nelish Canadian percentage is at least three times as large 
as the corresponding French Canadian one (in five instances it is at 


least five times as laree). 


The results of these latter two statements are, of course, 
consistent with the previously reported findings for Scale K. Relatively 
speaking, the tvpical French Canadian manager tends to be more satisfied 
than the tvpical fnglish Canadian manager with “attaining minimum standards 
of production.'"' He does not tend to feel that subordinates should 
generally be "working up to their limits." Jt is therefore not surprisine 
to find that on Scale K, English Canadian manavers are more task-oriented 
than French Canadian managers in terms of settine hiesh standards and 
insisting on meetine the deadlines related to these tareets. The find- 
ings are also consistent with the leadership model, more specifically 
with the Theory X concept previously discussed, and also with the data 
presented in Chapter IV. The French Canadian manager, being less iden- 
tified with the goals of the organization and strongly believing that 
people try to do the least amount of work possible,would naturally tend 


to be satisfied with minimum rather than maximum performance, 


Why then would he reveal himself to be more task-oriented than 
his Enelish Canadian colleague on Scale J? Again it was susrsested that 


this could be due to his being more anxious to produce in an Enclish 
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Canadian setting, being, so to speak, "forced to produce" (see page 348), 
Tt was pointed out that this would also be in line with our model since 
the Theorv % manager,if forced to produce, would tend in turn to apply 
pressure op his subordinates. The results of Statement 57 tend to 
substantiate this point of view bv providing additional pertinent in- 
formation.| The data shown in Table 6 of Appendix X indicate that a 
very small} minority of managers, be they French or FEnelish Canadian. 
tolerate that certain subordinates not reach "the required minimum 
level of performance."" Nevertheless, French Canadian managers, to a 
much ereater extent than Fnelish Canadian managers, feel that such a 
practice should never be endured, as shown by the distribution of 


percentages in Table 6a of Appendix ek 


These results indicate that in fourteen of the fifteen compar- 
isons, the French Canadian percentage exceeds the English Canadian 
percentage, Twelve of these differences are statistically sienificant, 
Twelve French Canadian percentaces are above 207 (five being above 307), 
Only one English Canadian percentage is above 207% and six are below 
15%, Thus the French Canadian manager tends to be much more riscid 
than his Enelish Canadian colleague in his attitudes toward work pro- 
ductivity, 


ee ae tee te ee 


1 The reader should note that these statistically sienificant 
differences are based on an analvsis of mean score differences and 


not on an analvsis of percentage differences (see Appendix A), 
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The picture which gradually emerges from these results is 
that French Canadian managers, as an ethnic pgroup,have a tendency to 
function in a manner analogous to that of hourly-rated work eroups 
such as those found in the classic Hawthorne studies (Mayo, 1945) which 
identified the strone influence of the group in structuring upper 
and lower limits of production standards and rigidly enforcine these 
norms on its members, In effect these groups strongly adhered to the 
minimum standards set by the organization and in the words of Sartain 
and Baker "their production standard seems to have acquired an ethical 
basis: ‘it was not right! either to exceed or to produce under it by 
anv ereat amount" (1965 page 82). It is interesting to note in passing 
that amone manv other reasons, the meaninefulness of an individual's 
work, and the extent to which he feels that his sense of dignity or 
self-esteem is being compromised, are considered to be primarv factors 


in developing this rigid work mentality. 


The results of the conflict scales discussed in Chapter IV 
have clearly demonstrated that, relatively speaking, the French Canadian 
manager's self-esteem or self-worth is indeed compromised by working in 
an industrial environment, be it a French or English Canadian one. 

His personal management philosophy, as shown in this chapter, as well 
as in Chapter IV, indicates that he is not intrinsically interested in 
nor identified with work activities per se. In his eyes, neither are 
those around him, His main preoccupation, we have seen, is to protect 


the status of his position, As a result, he does not tend to feel as 
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much as an Fnelish Canadian manager does, that "he should see to it that 
his subordinates are workine up to their limits."" Nor will he be pre- 
disposed as much to set as a personal goal the maintainine of hich 
standards of performance alone the lines of Scale Ke. He will instead 

be more inclined to settle for the attainment of minimum standards. 
Being strorely motivated to protect the status and security of his 
position, however, he will not tend to tolerate as much as the Fnpelish 
Canadian manager that "certain of his subordinates not reach the re- 
quired level of performance." He will therefore, beine more Theory X 
oricnted, as seen in Scales H and Hl, tend to "pressure" his subordi- 


nates into furnishing this minimum production, as indicated bv Scale 1, 


In short, bicultural industrial organizations are found with 
an acute problem of being staffed by a manaeement team that has, so to 
speak, a "double work standard" along cultural lines, One ethnic croup, 
Enelish Canadian manacers value accomplishment and productivity bv 
setting high standards and plaving a supportive role bv creatine a 
climate that fosters the attainment of these coals, a climate based on 
the manarer's basic confidence in his subordinate's intrinsic interest 
in and willingness to meet the challenee, The other ethnic croup, 
French Canadian managers, valuing to a much lesser derree such coals 
for reasons previouslv outlined, are satisfied with the attainment of 
minimum output, rigidly enforcine, however, this personal standard on 
subordinates, out of a preat fear that unless he does so, no work will 


be accomplished since no effort will be expended by the subordinates 
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themselves, in which case his position of authoritv would be in serious 
jeopardy. The effects that this tvpe of "managerial cold-brickine" 
mentality have on the consideration a manager has for subordinates 


will now be discussed@. 


(4) Consideration of Others 

As was indicated on pape 37/7 of this chapter, a total of fif- 
teen statements were emploved to investigate this second attitude dimension 
of Component TT, Tn the derivation of a common or core scale, it was found 
that four of the statements had to be dropped, since their correlation 
with the other statements was not sufficiently strong to warrant their 
inclusion in the scale. These were Statements 32, 35 and 27 of ONues- 
tionnaire 3, and Statement 78 of Ouestionnaire 4. An analysis of the 
interrelationships among the remaining eleven statements revealed that 
two core scales could be derived: a major one consisting of seven 
statements, and a minor one composed of four statements. The major 
scale, hereafter called Scale L, consists of the followine statements 
reproduced below. 


Statement 53: "To satisfy subordinates’ needs is to encourage 
their mediocrity." 


Statement 54: "Most emplovees who are in a jam have onlv 
themselves to blame," 


Statement 45: "The best way to handle tough subordinates is 
to be toucher than they are,'! 


Statement 22: "It is often useful to put a loud subordinate 
in his place with a sarcastic remark." 


Statement 16: "Jt is a vood thine to humiliate a subordinate 
a little bit, if vou want him to improve his conduct," 
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Statement 13: "When a subordinate complains, the first dutv 
of a superior is to show him where he is wrong, 


Statement 50: "The first qualitv of a e0o0d superior is to be 
likeable," 

An examination of the statements reveals that the theme in 
this aspect of Corsideration of Others has the connotation of a "hard 
line", essentially unsympathetic and unfeeline approach to subordinates, 
The two "nuclear" statements, Statements 53 and 54, refer to the general 
frame of reference within which the superior will relate to subordinates 
in the workplace, and is, in its connotation, a natural outcome of the 
Theory X philosophy of human nature frequently alluded to in this 
chapter, In short, the first two statements set the stage with respect 
to the degree to which the superior takes into account the needs of 
others in the action context of his face-teeface interactions with 
them, while the remaining statements indicate the way in which the 
superior will behave toward others within this context. The theme of 
the statements in Scale L reflect a "drill sereeant" mentality and 
reflect the tvpical approach of superiors in a hard-nosed, authori- 
tarian regime, with StatementS45, 22 and 16 particularly, bordering 


on the abusive. 


The minor scale, hereafter referred to as Scale M has a 
tone and flavour which is quite different from that of Scale L. As 
can be seen on inspection of the four statements shown below: 


Statement 63: "He makes his subordinates feel at ease when 
talking with him," 
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Statement 69: "He interests himself in others," 


Statement 59: "He helps his subordinates when they have per- 
sonal problems," 


Statement 74: "He stresses the importance of hich morale amone 
his subordinates," 

™n this scale, the essential theme embodies the connotation 
of the development of a broad and eeneral climate of good human rela- 
tions in the workplace. The emphasis in the scale is upon the concer 
for settine a pleasant tone to one's interpersonal relationships estab- 
lished at work, for heine "outcoine", "helpful" and for creatine a spirit 
of conreniality within the work setting. Scale I. thus differs from Scale 
Min that this latter one does not specify what action should he taken 
in specific situations with subordinates, while the former one deals 


with specific, face-to-face actions in human relations practices, 


In view of these comments, the reader mav wonder about the content 
of Statement 50 of Scale I. which obiectively states that boine likeable 
is the first qualitv of a eood superior. Tt was not anticivated that 
this statement would be related to the statements of Scale J. rather than 
to the statements of the minor scale just described, As it turned out, 
it did not correlate sienificantlv with anv of the Scale M statements in 
either ethnic croup. It did,however,for both ethnic eroups sicnificantly 


correlate necativelv with the statements of Scale I, to warrant its inclusion 


im that scale, - 


.: 
The intercorrelation matrices are given in Tables 15 and 16 of Ap- 
pendix Kk, For further methodolocical considerations, see Appendix L. 
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™ other words, the more an individual believes that "the first 
quality of a cood superior is to be likeable", the more he tends to acree 
with the other statements of Scale L. As paradoxically as this mav sound 
at first clance, this findine is not out of line with what we know about 
paternalistic management practices, Paternalism in industrv is eenerally 
characterized by cenerositv and kindness in matters indirectly connected 
with work, the "frinee benefits" aspect of the job, Reine likeable to 
others, in a ceneral sort of way, is one such characteristic of the 
paternalistic manacer, This good treatment, however, is invariablv accom- 
panied by strict control over otkers on work matters. A natural outcome 
of the Theorv X philosophy of management, the paternalistic manager's 
approach is that of a father to a son who must be treated with kindness 
bit led with a firm hand, Jn this climate, little attention is civen for 
involving the thinkine or satisfying the feelings of subordinates on 
matters directlv related to output or productivitv, The worker is required 
to produce isnder a strict disciplinarian reeime which does not allow the 


suhordinate to "step out of Line! durine workine hours. 


Viewed in this manner, the relationship of Statement 50 to the 
other statements of Seale I, is meanineful,. The crux of the matter lies 
not in the fact that a good superior should he likeable but rather in 
making this personal characteristic the first qualitv of a eood superior, 
Tt would appear that the individual who places that much value on being 
likeable, he he a French Canadian ora "Enplish Canadian manager, tends 
to he inconsiderate of others in his relationships with them within the 


context of task performance, 


7 
a 2A ahs Lt 


r ont Flo tua som @ ae 


niet Ib anes ateaa ae a: tae coer] 


ai@ye syd At Pas 
Sad 


vilavenoe oil 
: ten aarhes 7 thin ayay or at aeanbnbst ass vaiporsces of abet Bs ae 
ai : As | 


> wees 4 
og pees toi orig to ages Nag Pransd ania add Le ‘Wat 


‘ie 


aidide" Hiohaoaares> un: “ines “eb taal oveeen Pena a ee “7 a: i: 


ot) tee a 
+moroy, wtdntynewe ar ievoworl ,tnonisetd hong ataT .Tasanam otaett 
: 2 sates A. . a> Gi SAT 
9mogd.o0s ey aer * eAtoszem sow 10 atrorito tove Seesiien sobre vd hetasa 


; if . 9) Aap Ay: 
2 yonsae *itet leer en adds eirenmsgenam to viqorol pes x wroad? ype 


ee OG ae 
aesnherrs Atiw ied cat's 6d daum ofw noe a 03 TeAfte% 6 Yo dart oF ners 

10% newts 2? nobsaette s12971 ,etameIn atas at) .hood ot? Bp daiw tod 
, ate : ’ ¥ wa, ASPy 

no @ageorhtedie Fo agatine? sda untviatise ta ontintdd eds ontviovat 
hHertupe: eh yeokhtow eT sMatvitouhotd yo tieatge ot hegsfey widow tbh atetteam 
aft ywolic ton eval Aohiw ominet qasitsntiotoerh tnivge - yabar esuhota a7 


y 


eatnat sAtovow cniiuuh "ontl ta tun gata" oF otant iodine 


ods ot AF Jronnget? Fo qtdanngiale+ ot ,tennam eta ot hoawarl 
: - 

et! ~atter ody Jo virto aft efuteontnsan at ! alpnaP to #Ijcoroetd ate tatto 
Ar Yorctoy tud sidan? t ad biuod? torreaur boos » tad4 toa] ols nt ton 


stobtaque baer s tn vai ieip desk? ad sideivetseyads Ieroared etd ont ahem 


: anied co sulny rove dads asonla ow fauhivibat add dert4 7 ReNGH BE 


2hfod .tApanam carina retian? «+o onthsene? donevt 5 art ad ” 


any rtaaiey roy 73 8atdenantts|on aid Ar atedin to “stavrahy 
3 @ 


eSonarrrotteq dead 


- 446 - 


Let us turn first to the analysis of Scale M, the minor scale 
of this dimension. This scale concerns the general theme of good human 
relations in a pleasant and friendly social atmosphere. Table 6 shows 
the distribution of means for the two ethnic groups. | Of the fifteen 
level comparisons, ten show the means of French Canadians to be larger 
than those of English Canadians (two means are tied). This trend is 
sufficiently marked to consider it to be a significant one from a 
cultural point of view, though a small one for all practical purposes. 
Thus, the French Canadian group surpasses the English Canadian group 
in their positive concern for broad and general desires of having harmo- 
nious work relationships. The fact that both ethnic groups show strong 
Consideration of Others in terms of this scale is attested by the magni- 
tude of the general means for both ethnic groups, which are uniformly 
high across levels, all of them being over 8.0 and several being above 
9.0, an exceedingly strong endorsement. The general means for both ethnic 
groups reflects this pattern, with the French Canadian mean being 8.9 


(o 1.0) and the English Canadian mean being 8.8 (5 1,2). 


The same high level of this aspect of Consideration of Others 
is true also across organization levels. The means of French Canadian 
Managers at level 1 are, respectively, 8.8 (6 1.1) and 8.7 (0 1.1), 
while at level 2 they were found to be 9.1 (6 0.8) and 8.8 (61.0), and 


at the highest level of management, 9.1 (ac 0.7) and 9.0 (6 0.8). It is 


The higher the mean score on Scale M, the greater the degree of 
Consideration of Others, (in terms of intent), while the lower the mean 
score, the less consideration. 


to ansem oft woda ned ,anoa: | 
ak beodek an 238 annon oni) enstbamed deitgad 20 02 ‘uae 
a - 
s mov) §n0 “Jusdi tinge 5 9d ©3 Ji i9hiemoo o3 bhedtam. “itnetotiiue 
=} 


«a920gTUq feoitoe1g iis 10% ano Ileme fs siguorda .welv lo Intoq isiua lua 
quotg ratbaned Helland of% eseesquu2 quovg astbsas? donsrTeda ,audT 


- onrtase} sind to estlesb 's15a9_ bas bsovd vol mtesney evitiaog *led3 ni 
qnotse wots aquotn stands dod seriz 3922 ast <dakdengitelas Atow suoia 
ingem ons yd bedesds» 2: sinva eid 26 oexod wk 2aaf10 to nottsrebtenod 7 
¢cimzokiay orn. dotitw ¢®qQUOts Dintjo dao’ 204 annem Lateasg oil2 36 ebys 
avedé goted feisVe2 bas 0.8 xsvo gnied meds to Lis ~edevel ezo1zn dgid 
‘tevige dod sod sass [utenag o/JT .iasmeetobas antoste vlantbasoxs age ,0.28 
48 gated asom nefbensd daasxi eis dsiw .msteeg atid eo0tter equetg 


«(Sof oh) S.B gaiad mnom nsibacsd detioaR ada bas (0.1 9) 


asana0 To mofIstsbienoo Ja doiqes 2idj %o level dupe onpe of 
vsThanae -dansya 2a sngem sat .2zisval MOLI SSitagso @e0758 o@ls suta. at 


iol 5) 0,8 hae 2h 5) 828 eViovidseqes: .sva | feval ga 2tegsnan 


bie .CO.I6) BP baa 08.0 b+ 4.2 od of bays? sosw vod? © Isvel 38 slidw” 


ie 
fat 4f8.0 6) O,@ bose (0.0 bY 1.2 .2aemdccnam to lave! jeqigtd 


i 


avigsb oH iateong edt. .M 9ls52 no stosa pnem sd3z Taigia: 
0m ont apwel sft el fiw ansdat 0 emis? nl) .a1ed20 to nok 
nolinieblenes 2esf ef 


Table 506 Distribution of Mean Scores on Consideration of Others, 
Scale M, for French Canadian (FC) and English Canadian (EC) Managers, 


shown by Company (C) and by Organizational Levels (L) within Companies. 


Lj L 5 L 3 

Cy FC ( 99) 8.7 ( 35) 9.0 
(& 1 EC ( 78) 8.6 ( 84) 8.8 
C 3 FC (124) 8.8 ( 81) 9,2* 
C 3 EC ( 84) 8,9 73) Oe? 
c 10 FC Ulises a7 ( 21) 9.1* 
C10 EC Tt C121) 8.5 ( 91) 8.9 
C% FC (151) 8.9 CLI2) 9. 1 ( 6) 9.5 
Cy EC (148) 9,0 (169) 9,2 ( 61) 9,2 
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u 5 FC » ALaS) 8.7 { 44) 8.9 
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* Indicates a significant difference beyond the .03 level of confidence, 
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clear then that members of both ethnic eroups have very strone beliefs 
that princinles of eood human relations oucht to be adhered to in the 
workplace, that a work climate which encompasses easv, informal and 
Supportive relationships ought to be developed. The fact that members 
of hoth ethnic croups surpass the minimum recommended Level of consi- 
deration, a mean of 7.5 fa level sueeested previonsly in chapter TV 
page 252, footnote) vouches for the eood intentions of both eroups in 


terms of these hichly abstract human relations principles, 


These findines are to be expected Since, as noted above, the 
Statements do deal with eeneral principles rather than specific hehaviour 
in the work place, That is, in view of the hich decree of social desira- 
bility, it is not surprising that manasers of hoth ethnic eroups endorse 
the existence of a supportive, sympathetic climate at work, and view hich 
morale as important when such broad positive principles are beinoe dealt 
with, Tt is in the realm of specific behaviours nerceived to he best to 
follow in dealing with concrete problems involvine subordinates that our 
leadership model would predict the two ethnic groups would be sharply 
differentiated, Nevertheless, Hypothesis IV, which predicted a creater 
deeree of Consideration of Others among Enelish Canadian manarers than 


among French Canadian managers, is not supported for Scale M, 


Considering now a comparison of French Canadian and ¥Fnelish 
Canadian manacers in their responses to Scale I., Table 7, shows the 


distributions of the means of the two groups across orpanizational 
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Table 5.7 Distribution of Mean Scores on Consideration of Others, 
Scale L, for French Canadian (FC) and English Canadian (EC) Managers, 


shown by Company (C) and by Organizational Levels (L) within Companies, 


L 1 L 2 L 3 
Gey FC (45) 6.8 € 27) 7.5 
G l EC ( 56) 6.4 ( 77) Te 
2d you ee ee ROE ES Set oF 
C3 FC (124) 6.5% G97) 395 
C.3 EC ( 83), 6.8 CN78)07.7 
G 10 FC ( 73) 6.3* ( 21) Ves 
Cc LO EC (126) 66:7 ( 92) Fite: 
Coax FC (150) 6.7 (111) 7,8 COGS 
@ 4 EC | (147) 7 tt (170) Sy2 ( 61) 8.6 
Pee FC (148) 6,0* | C 43) 7.3 
C 5 EC (255) 6.8 C 93) 7.4 
oy 2 FC (306) 6.6 (247) 7.2% ( 17) 6.9 
iS 9 EC {47 7)»638 G110)°745 C28) 759 
Ferre cae NE RETEST ea ee 
Pe 3..40, 5 EC (102) 7.9 


* Indicates a significant difference beyond the .03 level of confidence. 


Rea Cee 
on we: pais | 


Ga 


oA 


a¥al Landisestangs0 yd bas (9) y 1sqai0) yd 


Es\ (Ep 
DY GEC 


a 


aes (Vf 


- 450 - 
levels within the companies for this scale. | Tt can be seen that of 
the fifteen comparisons shown, the English Canadian manaeers exceed those 
of the French Canadian proup in fourteen instances. This trend is, jof 
course, a statistically significant one. In addition, eicht of these 
fourteen cases of lareer Enelish Canadian means are larce and statisti- 
callv sienificant. Thus, French Canadian manacers, strikinely more 
than their Fnelish Canadian counterparts, evince an inconsiderate, critical 
and unsympathetic approach to subordinates in the work settino, and of 
course within the context of Scale L, Fnelish Canadian manacers show a 
much stronger deeree of Consideration of Others, Tt is interestine to 
observe that the French Canadian groups workine in their own cultural 
milieu (company 2) share the same relative deeree of endorsement of the 
“harsh'' approach in their relationships with their subordinates. ‘The 
maenitude of this difference is amplv illustrated also in the differences 
hetween the over-all means of the total French Canadian and “nelish 
Canadian croups. The mean for the total "Snelish Canadian sroup was found 
to be 7.4 (4 1.5), while for the total French Canadian croup it was 6.9 


(+ 1.5). This difference is again a statistically sienificant one. 


Tt is also of interest to note that the differences between 
the two ethnic croups are verv definitelv maintained at successively 


hieher levels of management. For the "nelish Canadian first-level 


For Scale 1., it should be noted that the hicher the mean the creater 
the deeree of Consideration of Others (that is, the less the endorsement of 
tourh or harsh measures in dealine with subordinates), while the lower the 
mean, the lower the decree of consideration (and the preater the inclination 
toward the "hard Line approach" in dealine with subordinates), 
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management sroup the mean was 6.9 (¢ 1.5), while for the French Canadian 
group at the first level it was found to be 6.5 (6 leS)« At the middle 
echelon, the English Canadian mean was 7.8 (¢ 1,3), the French Canadian 
mean, 7.4 (6 1.4). At the highest management level, the mean was 8,1 
(6 1.0) for English Canadians and 7.3 (6 1.6) for French Canadians, 
It is worth noting that while the difference between the two ethnic 
groups is the same at the second level as it is at the first (0.4), the 
divergence between them widens at the highest echelon (0.8), in effect, 
twice as large a disparity. This patter of findings for levels also 
shows that for English Canadian managers, those at successively hicher 
echelons show stronger Consideration for Others, in the sense that they 
endorse, to a much lesser depree than do their French Canadian management 
colleagues, an inconsiderate critical approach to subordinates in the 
work setting. The total English Canadian management group is almost 
precisely at the level considered desirable (see chapter IV, footnote 
page 252) for a work climate in which a harsh, disciplinarian approach 
is rejected as a means of dealing with people, while the French Canadian 
group shows a level of harshness and lack of sympathy which is somewhat 
below the level considered conducive to good human relations. Taking 
these results as a whole then, the hypothesis (hypothesis IV) which 
predicted greater over-all Consideration of Others in the workplace by 


English Canadian managers is confirmed for Scale L, 


Taking the research findings of the two scales tocether, it is 
thus safe to assert that the gap between the theory and perceived 


practice of good human relations in the work setting is much greater for 
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the typical French Canadian manager than for his typical English Canadian 
counterpart. In other words, French Canadian managers, even more than 

their English Canadian counterparts "believe" in the existence of good 

human relations in the workplace, but much more than English Canadians, 

they agree with practices that reflect a lack of understanding of the needs 
of others in the workplace, while English Canadians, comparatively speaking, 
do not concur with these views. In short, the typical French Canadian 
managers adopts an essentially paternalistic attitude toward subordinates 


in the workplace while the typical English Canadian manager does not. 


Turning to the statements for Scale M, as can be expected, only 
one of the four statements revealed significant difference in opinion 
between the two groups: Statement 63. The results of Table 53 of 
Appendix Y reveal that almost every manager of both ethnic groups feels 
that a good superior should put people at ease at least more than half 
the time. When comparing the two ethnic groups in terms of the percentages 
of managers who feel that superiors should always do this, it can be seen 
in Table 53a of Appendix Y that many more French Canadian managers are 
of this opinion. The French Canadian percentage surpasses the English 
Canadian one in fourteen of the fifteen comparisons, seven of which are 
statistically significant ones. The large contrast between the two groups 
is further shown by the fact that nine French Canadian percentages are 
above 75% and none below 65% while six English Canadian percentages are 


below 65% and only one above 75%. 


More than 80% of all managers in this study felt that the three 
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attitudes mentioned in Statements 59, 69 and 74, shown respectively in 
Tables 16, 14 and L5 of Appendix 2, shonld be put into vractice at 
least more than half the time. No sipnificant difference could be 
found between the two ethnic sroups at anv of the various catecories 


sed in the scale, 


Of the seven statements that comprise Scale L, five differen- 
tiated between the two ethnic froups.e In three of the statements 
(statements 13, 22 and 50, shown in tables 48, 49 and 51 respectively 
of apperdix Y) Sienificantly more French Canadian managers agreed than 
did ®nelish Canadian managers, while the reverse was found to exist in 
the remaining two fstatements 45 and 54 shown respectively in tables 
30 and 52 of appendix Y). As can be seen by examinine the results of 
Tables 12 and 13 of Appendix 7, the laree majority of manavers of both 
ethnic eroups disaereed with Statements 16 and 53 and no cultural 
differences exist in terms of how manasers of each ethnic eroup feel with 


reeard to their content, 


The results of Table 51 (appendix Y) reveal that in fourteen of 
Fifteen comparisons, the French Canadian percentace exceeds that of the 
Fnelish Canadian eroup and the differences are Statistically sienificant 
in thirteen of them. Further evidence of the larre discrepancy existine 
between the two evrouns is riven by the fact that five French Canadian 
percentases are above 60% and six below 407%, Jn contrast, only one 
French Canadian percentace is above 60% and ten are below 407, three of 


which are actuallv below 257, Thus many more French Canadian manacers 
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than fnelish Canadian managers are of the opinion that "the first quality 
of a good superior is to be likeable", The sipnificance of this Findine 
has been reported elsewhere (see pase 445). Althouch the discrepancies 
between the two °roups persist at all three levels, it is interestino to 
note that the percentace declines rather markedly from level 1 to level 2 
suesestine that difficulties in rapport between these two levels fas we 
have seen in chapter TV) could to some extent be the result of the 


emphasis each group places on this personal characteristic, 


Many more French Canadian manavers also apree with Statement Wee 
shown in Table 48 appendix Y). Here also, the French Canadian percentages 
surpass the Enelish Canadian ones in fourteen comparisons, thus revealinoe 
a sienificant cultural trend, and the differences are statisticallv 
Sienificant in thirteen of the fourteen comparisons, Seven French Canadian 
percentaces are above 50% in contrast to onlv throe Enelish Canadian 
percentaces. While only two French Canadian nercentares are helow 307, 


seven “nclish Canadian ones were found to be below this same low level, 


Te is apparent that the hicher decree of endorsement on the 
part of the French Canadian managers is a natural ovtecome of a Theor Y% 
mentality backed by strone status needs, Tt is indeed assumed here fhy a 
person who acrees with the statement) that a subordinate has no vricht to 
complain, that he has a job to do and, as unpleasant as it may be, if must 
he done. Thus a complaint can never he a lecitimate one in his eves and 


a subordinate who complains must alwavs be wrone, 
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The final statement on which the French Canadian percentages 
exceed those of English Canadian groups is Statement 22, shown in Table 
49 of Appendix Y. In fourteen of the fifteen comparisons, the French 
Canadian percentage surpasses the English Canadian one and the differ- 
ences are statistically significant in twelve instances. Seven French 
Canadian percentages are above 407% and only five below 30%. In sharp 
contrast, all fifteen English Canadian percentages are below 30%, eight 
Of which are in°fact below 20%. In four comparisons, the French Cana- 
dian one is three or almost three times as large as the corresponding 
English Canadian percentage, while in eight other groups it is twice or 
almost twice as large. French Canadian managers therefore, much more 
than English Canadian managers use sarcasm as a method of dealing with 


this type of problem in subordinates. 


It is interesting to note that when faced with the problem of 
handling the "tough"! subordinate, the suggestion of being tougher than 
he, is rejected by many more French Canadian managers than English Cana- 
dian managers. Although the majoritv of ethnic groups do in fact reject 
this solution as being the best one to solve this problem, the English 
Canadian percentage is higher than the French Canadian percentage (see 
table 50 of appendix Y) in eleven of fifteen comparisons and nine of 
these are statistically significant. The trend is therefore a sienif- 
icant one and further evidence of the wide disparity of opinion between 
the two groups on this statement is given by the fact that while ten 
English Canadian percentages are above 30% and only one is below 207, 


five French Canadian ones are below 20% and only four are above 30%, 
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In the opinion of the researchers, these findings are consis- 
tent with the previously described mentality of each group. We have 
seen that French Canadian managers are much more concerned than English 
Canadian managers about making others "feel at ease" and "being like- 
able" in face-to-face relationships. It would then follow that the 
French Canadian would be less prone to act in an overtly aggressive 
manner when faced with a problem-subordinate than would his English 
Canadian colleague. It would indeed be more reasonable to expect him 
to disguise his aggressiveness through the use of Sarcasm, the only 


acceptable outlet at his immediate disposal. 


The extent to which the French Canadian manager values the 
establishment of friendly and paternalistic relationships is well illus- 
trated by the results shown in Table 4 of Appendix X for Statement 32. 
Although this statement did not sufficiently correlate, for both ethnic 
groups, with the other statements to include it in a scale, it does tend 
to confirm the interpretation just given. It can be seen that in all fif- 
teen comparisons, the French Canadian percentage surpasses the English Cana- 
dian one. Moreover, all fifteen differences are statistically significant. 
Fourteen of the fifteen French Canadian percentages are above 90% while 
eleven English Canadian ones are below this level with four being actually 
below 75%. A consideration of the results of Table 4a of Appendix x brings 
into sharper perspective the basically different orientation of both ethnic 
groups regarding subordinates. Table 4a presents the percentage of mana- 
gers who completely agree with this statement. It can be seen that the 


French Canadian percentage exceeds the English Canadian one in all 
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fifteen comparisons. In twelve French Canadian groups the percentage 

is above 50% (four of which are in the seventies and four others in the 
sixties), the lowest French Canadian percentage being 407%, Only one 
English Canadian percentage reaches the 50% level (50.67) and thirteen 
of the fifteen percentages are below 40%, the lowest French Canadian 
percentage. It is clear that French Canadian managers as an ethnic 
group are much more concerned about making subordinates happy than are 
English Canadian managers. As a result, they will go out of their way 
to please subordinates on all matters not directly related to the job, 
to the extent that their status position is not threatened and they will 


never engage in open conflict exchanges with them. 


A final comment is warranted with regard to the second state- 
ment that more English Canadian managers than French Canadian managers 
agreed with, Statement 54 shown in Table 52 of Appendix Va “invelaven of 
the fifteen comparisons, the English Canadian percentage exceeds the French 
Canadian one, thus revealing a significant cultural trend. It can be seen 
however that only three of these differences in percentage are statistic- 
ally significant (one is even Significant in the opposite direction), 
thus revealing no really large difference of practical Significance to 


merit further discussing it. 


In conclusion, it is apparent that both ethnic groups highly 
value the broad human relations principles related to the Consideration 
of Others in the workplace. It would appear, however, that the French 
Canadian manager has a much Stronger inclination toward the general 


well-being of his subordinates in matters which are not intrinsically 
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work-related, but which appear to emphasize more the social relations 
aspect of work. Much more than his Enelish Canacian peer, be stresses 
the importance of being likeable and fosterine pleasant, comfortable 
relationships in which subordinates will alwavs feel at ease, that igy 

he puts emphasis on makine neople hapov in ceneral, He will tend to 
avoid, more than his Enelish Canadian counterpart, open conflicts with 
people, resortine to sarcasm rather thane ajdirect«face-to-faceecontrons 
fation with a subordinate who creates problems, When a subordinate 
complains, he will, much more than an "nolish Canadian manaver, 

interpret this action as an affront to the imasre he has of himself as 

a wise and henevolent superior, and as a result will tend more to clefend 
himself hy "settine the subordinate Straicht", In short, while the 
Consideration of Others manifested by the French Canadian manarer appears 
to have very strono paternalistic connotations, that of the FneLlish 
Canadian manacer appears to he more in line with the requirements of the 
work situation, Placine less emphasis on the feelines of others per SP. 
Ho will not hesitate to face unpleasant situations involvine snhordinates 
in an open and straichtforward manner in his efforts to inteorate the 
needs of neople to the requirements of the job (see the results for scale 
io -OF Task Orientation). As indicated by onr Leadership model, the 
different orientations that the two ethnic sroups have with recard to 
fasks and people should result in the development of different manavement 
stvles for each, a consideration to which we shall now turn by examinineg 


the first dimension of Component TTT: Participation in Necision-Makine, 
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(5) Participation in Decision-Making 


4 total of nine statements were utilized to assess this first 
attitude dimension of Component III of the leadership model, as indicated 
on page 381 of this chapter. An analysis of the intercorrelations among 
these statements revealed that it was necessary to eliminate five of them 
because of their low degree of relationship to the other statements. 
These were Statement 18 of Questionnaire 3, Statement 66 of Juestionnaire 
4, and Statements 12, 13 and 15 of Questionnaire 5A. The core scale for 
Participation in Decision-Making, hereafter referred to as Scale N, thus 
consisted of four of the total of nine statements employed, These are 
listed below as follows: 


Statement 42: "A good superior only delegates to his group those 
decisions that he does not have time to make himself." 


statement 46: "A person doesn't delegate a decision to his 
subordinates when he is competent enough to make it himself." 


statement 52: "The only really good use that can be made of 
subordinates is to get them to handle routine work efficiently? 


Statement 23: "When a superior has to make a decision, it ois 
more prudent not to talk about it until it has been definitely made." 

It can be seen by inspection of these statements that the theme 
expresses the narrow limits within which a subordinate's involvement in 
decision-making is allowed. The first two statements specify that the 
superior must himself deal with all decisions which his available time and 
competence permit, while the third and fourth ones specify that subordinates 
should, in effect, be kept “out of the picture" altogether in the course 


of decision-making, 
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Turnine to a comparison of French Canadian and Enelish Canadian 
managers on their responses to Scale N, Table 8 shows the distribution 
of means for the two 7rOupS. : The data reveal that in all fifteen 
comparisons across companies and levels, the FEnelish Canadian mean exceeds 
the French Canadian mean. This trend is, of course, a sienificant one, 
and indicates that "nelish Canadians, as an ethnic 7YFOUPy, mich more than 
French Canadians, as an ethnic eroup, stronelv favour the involvement of 
subordinates in decision-making, They are much more inclined to discourace 
strict restraint and Limitation on the voice subordinates have in the 
determination of denartmental matters which affect them, The magnitude 
of the differences are further illustrated not only by the twelve. laree and 
sionificant differences at various levels but by the larce difference 
between the over-all means of the total Enelish Canadian croup and the 
total French Canadian eroup. The Enelish Canadian over-all mean was Found 


£O be 7.3 (4 1.7), whille for the French Canadian FrOUD , At Wak ao far hoe 


The differences across oreanizational levels hoid "up as well, with 
the Enelish Canadian and French Canadian means at the lower level of mana- 
cement beine, respectivelv, 6.7 (s 1.7) and 5.7 ¢a 209), at the middle 
meveis Je7/(4 1.5) andi6.9 (4 1.8), and at the hj char level of manacement, 
8.4 (5 1.2) and 6.9 (4 2.7), he differences hetween the two TrONDS are not 


onlv maintained at successive levels of the hierarchy, but are actuallv 


For Scale " it shovld be noted that the hicher the mean, the creater 
the dearee to which managers favour Participation in Necision-Makine hv 
subordinates, as reflected in Scale N, while the lower the mean, the less 
the favour ee Une ts to subordinate particination, 
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Table 5.8 Distribution of Mean Scores on Participation in Decision-Making, 


Scale N, for French Canadian (FC) and English Canadian (EC) Managers, 


shown by Company (C) and by Organizational Levels (L) within Companies, 


Cy FC 
Cc 1 EC 
Cc 3 FC 
Sa EC 
C i0 FC 
@ 10 EC 
C 4 FC 
C4 EC 
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C 5 FC 
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* Indicates a significant difference beyond the .03 level of confidence. 
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largest at the highest echelon, where English Canadian and French Canadian 
managers differ widely indeed in the value they place on Sharing decision- 
making with subordinates, Inspection of the trend of mean scores at 
Successively higher levels of management for each ethnic group separately 
indicates clearly that English Canadian managers at each higher level 

more strongly favour employee participation than do those at each lower 
level, while for French Canadians there is no difference between middle 
and higher-level management in their views on this aspect of leadership 
Style. Thus the pattern across organizational levels for the English 
Canadian management 8roup conforms to what should in fact be the state of 
affairs for the truly effective motivation and coordination of management 
teams in a large corporation -- progressively more involvement in decision- 
making at successively higher echelons. The French Canadian management 
group, showing no greater inclination at the higher than at the middle 
management level to involve subordinates in decision-making, would Surely 


induce frustration and de-motivation among those at the middle level, 


A further point which is worth noting is the fact that both 
the French Canadian middle and higher management &roup in Company 2 (the 
company with an all French Canadian work force) have, as shown in Table 
8, a mean which is lower than that of managers at this level in any other 
company. In view of the fact that this is the only exclusively French 
Canadian milieu, in all probability it more truly reflects the cultural 
view of French Canadians toward sharing decision-making with subordinates, 


at least for middle and higher-level managers, one which relatively 


strongly disfavours participation (as represented by Scale N). 
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Taken as a whole, the results reported here reveal sharp and 
consistent differences in the viewpoints of the two management groups, 
with the English Canadian group being inclined much more strongly toward 
a participant style of management than the French Canadian group, who 
lean much more toward a more centralized restrictive style of decision- 
making. It is safe to Say then, that the motivational benefits derived 
from integrating members of the work Ceam into the department or unit 
through the process of decision involvement would be greater in teams 
managed by English Canadians than those directed by French Canadians, the 
former tending to keep subordinates more "in the picture" of departmental 
activities, while the latter tend more to carefully harbor the decision- 
making process as a personal prerogative. Certainly the English Canadian 
Been is much closer to the recommended level of decision-sharing, 7.5 
(see chapter IV, page 252 footnote), that level which would be truly 
conducive to a high feeling of involvement on the part of subordinates 


regarding matters of important concern to them. 


Thus Hypothesis V, which predicted that English Canadian managers 
would favour the participation of subordinates in decision-making more 
than would French Canadian managers, is highly confirmed by the research 
findings reported here for Scale N, The reader's attention is now directed 
toward a detailed exposition of the percentage agreement expressed by the 


two groups in the statements which make up Scale N, 


Of the four statements which comprise Scale N, it was found 


that French Canadian managers agree with them to a significantly greater 
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extent than do English Canadian managers in three: Statements 52, 46 and 
23. The distribution of percentages for these three statements are 

found in Tables 56, 55 and 54 of Appendix Y. (The percentage data for 
Statement 42, which did not Significantly differentiate the two groups, 


can be found in table 17, appendix Z), 


As shown in Table 56, for Statement 52, the French Canadian 
percentages surpass those of English Canadians in fourteen of the fifteen 
comparisons, and all fourteen French Canadian percentages are significantly 
larger. For Statement 46, as indicated in Table 55, the French Canadian 
percentages are larger in thirteen instances, ten being significantly 
larger, and in Statement 23, as shown in Table 54, fourteen French Canadian 
percentages are larger, twelve of them exceeding the English Canadian 
percentages by a statistically Significant amount. Thus for all three 
statements, the trend of differences is significant from a cultural stand- 
point, and indicate that the two groups are at wide variance with regard 


to these particular Supervisory practices in the area of decision-making, 


With regard to Statement 52, it can be seen in Table 56 that the 
general, over-all level of agreement with the statement concerning the 
more or less exclusive confinement of subordinates to routine tasks, tends 
to be on the low side, with the highest percentage agreement being 49.5%, 
and the others ranging down to 0%. The important feature of this data RO 
however, the wide divergence between the two groups in their endorsement of 
the statement, with a generally fair-sized minority of French Canadians 


agreeing, but with very few English Canadians showing agreement. This 
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contrast is illustrated by the fact that while the French Canadian 
percentages exceed 40% in five instances none of the English Canadian 
percentages even approximate this level. In fact, all English Canadian 
percentages are below the 207 level, with nine of them dropping below 
10%, while only two percentages fall below 20% for French Canadian 
managers (one being 0%). Inspection of the data for Statement 52 clearly 
reveals that the strongest endorsement comes from first-level management, 
with many more lower-level managers of both ethnic groups than middle and 
upper-level managers feeling that subordinates are only of real use 
performing routinized work. This is understandable, since the lower 

the level of management the less that can, in effect, be delegated in 

the way of decision-making responsibility. Yet the English Canadian 
group, even within these restraints on delegation, is much more amenable 


to decision-sharing than are their French Canadian counterparts. 


The differences between the two groups on Statement 46, as shown 
in Table 55, are clearly illustrated by the fact that the French Canadian 
percentages range from a low of 12.5% to a high of 70.6% agreement, while 
the English Canadian percentages range from a very low 1.6% to a high of 
54.57%. Further, seven French Canadian percentages are above 40%, while 
only four English Canadian percentages are above this level. Five French 
Canadian percentages are between 20% and 407, and only two are below 207, 
while the corresponding percentages for the English Canadian management 
groups are five between 20% and 40%, and six are below the 207, level. 


The differences are indeed large at the third level of management, where 
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the percentages of English Canadians who endorse the statement are only 
a small fraction of the French Canadian percentage is two of the three 
higher level comparisons. Thus, many more French Canadian managers than 
English Canadian managers at all three levels are inclined to exclude 
subordinates from involvement in any decision which the superior himself 
is at all capable of handling, and hence are much less inclined than 

are English Canadians to provide Opportunities for subordinate members 
of the organization to “learn by doing" in the making of decisions, In 
short, French Canadians much more than English Canadians strictly adhere 


to a "manager's right is to manage" outlook in the work setting. 


The distribution of percentage agreement on Statement 23, 
presented in Table 54, shows once more a pronounced tendency on the part 
of French Canadian managers in contrast to their English Canadian colleagues, 
to restrict subordinate decision-making involvement, though it can be seen 
here that the over-all level of agreement tends to be higher for both 
ethnic groups (the range being 20% to 77%), and the differences between 
them less dramatic than they were for Statements 52 and 46. In nine cases, 
the French Canadian percentages are above the majority agreement level (50%), 
while English Canadians are in majority agreement with this statement in 
only six cases, In five cases, English Canadian percentages are below 
the 40% level while the French Canadian percentages are below this level 
in three instances, Thus, French Canadians are much more inclined to,oon 
effect, exclude subordinates from the actual process of making a decision, 
being much more inclined to withhold information from them about decisions 


being processed. The analysis of these percentage comparisons further 
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illustrate the wide divergence of the styles of management of the two 
ethnic groups that was noted in the analysis of the Over-all results 

for Scale N as a whole. French Canadian managers at all levels tend 

much more to restrict decision participation on the part of subordinates, 
English Canadian managers being much more inclined to include subordinate 
members of the organization in the decision-making process. Let us now 
turn our attention to an analysis of the second attitude dimension in 


Component III of our leadership model: Supervisory Control. 


(6) Supervisory Control 


As shown on page 386 of this chapter, a total of eight statements 
were employed to investigate this second attitude dimension of Component III 
of our leadership model. In the derivation of a common or core scale, it 
was found necessary to eliminate four of them, since their correlation 
with the other statements of the dimension was not sufficiently strong to 
merit their inclusion in the scale. These were Statements 17, 28 and 36 
of Questionnaire 3, and Statement 72 of Questionnaire 4, The core scale 
for "Supervisory Control", called Scale 0 henceforth, thus was composed 
of four of the original eight statements, These four statements are repro- 
duced below. 


Statement 77: "He insists that he be informed about decisions 
made by his subordinates," 


Statement 60: "He insists that no decision be made by his subor- 
dimates before he himself has been consulted. 


Statement 11: "A good superior: 1. looks over the work of his 
Subordinates to make sure all details have been attended to, 2. assumes 
subordinates will take care of the details by themselves." 
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Statement 16: "A good superior should check upon hts subordinates: 
1. very closely 
2? Closely 
3. more or less closely 
4. not very closely 
Se not at all closely." 
Tnspection of these statements reveals that the major theme of 
Scale 0 quite faithfully represents the general definition of this 
attitude dimension, that was stated on page 386 of this chapter. The 
predominant theme of the first two statements is the restraint and close 
control the manager exerts on any judgment or decision made by subordinates, 


while the second two statements mainly concern the intensitv of his surveil- 


lance over their work activities, 


A comparison of the means of the two ethnic proups across levels 
and companies, presented in Table 9, reveals that of the fifteen comparisons, 
thirteen show the English Canadian means to be higher than those of French 
Canadians, a statistically significant trend, 4 Ten of the instances in 
which English Canadian means surpass those of their French Canadian counter- 
parts show large and important differences between these means, further 
illustrating the divergence between the attitudes of the two ethnic groups. 
The fact that strong cultural differences occur is further attested to by 
the difference between the over-all means for the total Enplish Canadian 
and total French Canadian groups. These means were found to be, respectively, 


528 (6 1.7) and 4.9 (6 1.6), the difference between them betne statistically 


For Scale 0, the higher the mean, the less the depree to which close 
supervision of subordinates! efforts are favoured, while the lower the mean, 
the more close supervision is endorsed. 
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Table 5.9 Distribution of Mean Scores on Supervisory Control, Scale 0, 


for French Canadian (FC) and English Canadian (EC) Managers, shown by 


Company (C) and by Organizational Levels (L) within Companies. 
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significant in the direction of French Canudians endorsing tighter 


controls. 


It is worth noting also that the wide differences between the 
two ethnic groups are not only maintained at successively higher management 
echelons, but these differences progressively increase from the lower 
through the middle to the higher level. The English Canadian and French 
Canadian means for level 1 were found to be 5.1 (g 1.5) and 4.6 (g¢ 1.5) 
respectively, for level 2 they were 6.3 (6 1.6) and 5.5 (6 1.6), and for 
level 3 they were 6.9 (6 1.4) and 5.9 (6 1.4). This clearly indicates 
that higher level English Canadian and French Canadian managers are 
farthest apart in their views of the control and surveillance of subordi- 
nates' efforts, (when compared to the disparity between the views of the 
two groups at the other two levels), a fact which has obvious implications 
for higher level coordination and communication between English Canadian 
and French Canadian managers. It should not be overlooked though, that, 
for both £nglish Canadian and French Canadian managers, the higher the 
level, the less the inclination toward tight control of subordinates' work. 
However, at level 3 in Company 2, the sole French Canadian company, the 
mean is the lowest of any company for this ethnic group at level 3, 
indicating that higher-level French Canadian managers are more in favour 
of close control of subordinates than French Canadian managers at this 
level in English Canadian companies. This same trend holds, though 
to a slightly lesser extent, for the middle-management level in Company 
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The results taken as a whole Suggest that the leadership stvles 
of the two ethnic groups do markedly differ. The typical English Cana- 
dian manager at all echelons of a large industrial organization, but 
particularly at the highest level, favours much more than does his 
French Canadian counterpart more general supervisory control of subor- 
dinates' work efforts and allows for greater freedom and autonomy for 
those who report to him, The French Canadian manager favours much 
more than his English Canadian colleague a regulatory, closer, and more 
restrictive "control system" in the work-setting. The English Canadian 
manager is, in short, much closer to the recommended level of supervisory 
control (as stated in chapter IV, page 252) than is the French Canadian 
manager, but it should be noted that both ethnic groups, even English 
Canadians, fall somewhat short of this desired level. Hypothesis VI then, 
which predicted that French Canadian managers would be inclined more than 
their English Canadian colleagues, to supervise subordinates closely, is 


confirmed by the research findings for Scale 0. 


Turning to an analysis of the statements themselves, significant 
differences of opinion between the two groups in the direction of French 
Canadian managers advocating tighter supervisory controls than do English 
Canadian managers were found for Statements 16, 77 and 60 shown in Tables 
57, 50 and 59 respectively of Appendix ¥. No consistent trend of differences 
was found with respect to Statement 11 shown in Table 18 of Appendix Z, 
to warrant the conclusion of an ethnic difference on this points: it is 
nevertheless worth noting that in six of the fifteen comparisons, statis- 


tically significant differences were found and in all six, many more 
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Enelish Canadian managers than French Canadian managers being of the 
opinion that "subordinates will take care of the details by themselves", 
In two companies (3 and 5), ethnic differences exist at both levels 1 and 
2 of management. It is also apparent from the results that managers of 
both ethnic groups adopt an attitude of close Supervision at level l, a 
control that they eee more willing to loosen at successively higher 
levels of management. It would appear then that middle and higher-level 
managers of both groups learn to trust that subordinates can take care 

of the details of their assignments, although this learning is not as 
Pronounced with French Canadian managers as it is with English Canadian 


managers of some large corporations. 


Although the differences between the two groups are not sub- 
Stantial nor clear-cut when referring to the control over a subordinate's 
work assignments, they are indeed large and unequivocal when dealing with 
the most important function or responsibility of a manager: decision- 
making. The results of Statement 60 (table 5, appendix X) reveal that 
the French Canadian percentage is higher than the corresponding English 
Canadian one in fourteen of fifteen comparisons and the differences are 
large and significant in thirteen cases. Five French Canadian percentages 
are above 50% and none were found to be below 20%. In contrast, eight Eng- 
lish Canadian percentages are below 207% and none are above 50%, Further 
evidence of the large discrepancy between the two groups is the fact that, 
in seven comparisons, the French Canadian percentage is at least twice the 
Size of the English Canadian percentage (in four of these, it is at least 


four times as laree). Thus many more French Canadian managers than English 
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Canadian managers are of the opinion that "no decision be made" by 


subordinates before being consulted, at least “more than half the time", 


It is interesting to note that although, in general, much fewer 
middle and higher-level managers endorse such tight controls, this does 
not hold true for French Canadian top management people, nor does it apply 
to the managers of the French Canadian company (company 2). Thus French 
Canadian managers, as an ethnic group at all levels, consider the 
decision-making function to be their personal prerogative, one that cannot 


be entrusted to subordinates, 


The same pattern of differences was found regarding Statement 77 
(table 58 of appendix Y). Although the majority of managers of both 
ethnic groups feel that this practice should apply at least more than 
half the time, the French Canadian percentage exceeds the corresponding 
English Canadian one in fourteen of the fifteen comparisons and ten of 
these are statistically significant, While nine French Canadian percentages 
are above 85% and none below 70%, six English Canadian ones are below 70% 
(four being in the fifties) and only two were found to be above 85%. Thus 
significantly more French Canadian managers also insist on being informed 


about decisions that their subordinates do make. 


With regard to a general level of close supervision, Statement 
16, the French Canadian percentage surpasses the corresponding English 
Canadian one in twelve comparisons, as indicated by the results of 
Table 57 of Appendix Y. Five of these differences are statistically 


significant. Two others, however, are significant in the opposite direction, 
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thereby suggesting that although the trend is a Significant one, the 
results are not as culturally "pure" as in the case of the two previous 
statements. Further evidence of this is given by the fact that while 
four French Canadian percentages are above 50% and five below 307 


two English Canadian percentages are above 50% and eight below 307, 


PAnAVLY SAG as interesting to compare the percentage distribu- 
tions of the two ethnic froups on Statement 17, shown in Table 5 of Appen- 
dix X. The statement did not sufficiently correlate with the other state- 
ments to warrant its inclusion in the scale (presumably, it should have 
been incorporated in the Interpersonal Premises section of this chapter). 
The results nevertheless do provide one reason why French Canadian managers 
tend to supervise more closely the work of their subordinates, a reason 
which is in line with the dynamics of the leadership model, especially 
with regard to the Interpersonal Premises and Task Orientation dimensions 


previously discussed, 


It can be seen that all fifteen French Canadian percentages are 
larger than the corresponding English Canadian ones and in thirteen 
comparisons, the differences are large and statistically significant. 
While eight French Canadian percentages are above 25% and none below 15%, 
eleven English Canadian percentages are below 15% and none were found to 
exceed the 257 level. Although the majority of managers of both ethnic 
groups disagree with the statement, nevertheless, many more French Cana- 
dian managers are of the opinion that subordinates work better when very 


closely supervised. 
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In conclusion, it is evident that the typical French Canadian 
manager feels that a good superior should exercise much more control over 
the work activities of his subordinates more than an English Canadian manager 
would agree to, particularly in the decision-making area of his job, a 
finding that could be expected in view of the fact that he is also less 
willing to delegate specific responsibilities to them in this area, as 
seen in the Participation in Decision-Making dimension of this third 


component, 


To recapitulate the major findings of this chapter, it will be 
recalled that major differences were predicted between the two groups in 
their conceptions of and attitudes toward the leadership process in large 
Organizations. As proposed by the model, the leadership process was 
viewed as encompassing three major components which are linked together 
in a causal chain, with the attitudes embodied in Component II “unfolding" 
from those in Component I, and similarly, those in Component III emerging 


from, and being affected by, those in Component II, 


The study was limited to the analysis of two attitude dimensions 
in each of these three components. Component I consists of the manager's 
perception of his own role in relation to his dealings with others in the 
workplace, and embodies his attitude toward, and evaluation of, the status 
and authority of his position in the enterprise, as well as the personal 
ideology he holds toward people -- his view of their work-related motives 
and personal characteristics. Component II embodies the manager's concern 
for the accomplishment of task objectives, and the consideration he expresses 


toward the needs and feelings of others in the work setting, and Component III 
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is composer of two administrative aspects of the manazoment stelo emp Loved 
at work: the decree of varticination afforded subordinates in decision- 
maline, and the intensity or closeness of control of subor‘inates! work 
activities, The nrediction of differences between the tvo ethnic *rolups 
were specified in terms of six research hynotheses coverins each of the 


attitude dirensions include? ir the madel, 


With reeard to the Avnamic interrelationshins hetween the three 
components of the model, it was pointed out that the individnal in anv 
industrial orcanization enters into a manaverial position and assumes the 
role which this nasition dictates, with a set of attitudes and beliefs 
concerning himself and other people at work which has, in larce measrre, 
been "set" or pre-determined by the eulture of which he is a member, 

Theso attitudes represent,in effect, the nucleus of his nersonal philosonhv 
oF management. Ye hrines to the worknlace deeplv-rooted attitueaes toward 
avthoritv and authority fienres and the status attached to them and these 
are, of coursc, directlv reflected in the value he attaches to his status 
pouthe company hierarchy, This attitude toward status and FORGO Yo) aie ah: Ae 
Pir, prescribes to some extent the personal, ideolorv, he holds with PAspect 
Fo neonle, the conception he has of the "nature of human nature", and 

thus his view of their orientation toward wor’ and his role within the 


work strurctipe, 


The research findines are unequivocal with respect to these two 
basic atritnde dimensions embadied in Component TT. The tvnical french 
Canadian was found to value much more hichly the status of his manacerial 


position, and much more than his Fnelish Canadian counfernart, was found 
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to hold a nhilosophy of management which dictates that one's authority 
must be carefully cuarded, that one's position and person be seriously 
respected, and that any questioniny of one's ideas and indements consti- 
futes a blatant threat to one's stature, both as a manager and as a 
person. The “nelish Canadian manarer, thouch helievine that his antho-~ 
rit’ is an important aspect of his relationships with other peonle, 
nevertheless values i+ far Less stronglv, feels much less defensive 
abont it, and appears to fear much less than does his French Canadian 
collearus that anv questionine of ‘his ideas and judements constitntes 
an open defiance of his authority. This ereater value placed on the 
need for full recoanition of status on the part of the French Canadian 
manager comnared to the Nnclish Canadian manacer was found to hold 
Crue across all manacerial levels in the companies studied, indicatine 
eoetrone cultural difterence, rather than an isolated ox+ situational 


phenomenon, 


As the Leadership model would suceest, the research findines 
Were cutarty “Lear for the Tnterpersonal Premises dimension of Component 
T. "rench Canadian manasers at all hierarchical levels hold mich more 
stronely than do their "nclish Canadian counterparts to an essentially 
Theory X¥ orientation toward others in the workplace, believine that a 
person's basic nredisposition is to avoid work, to be indifferent to 
the challences that work in an oreanivation offers, and to slacken his 
efforts at the first opportunitw, Much more than their French Canadian 
colleacues, “nelish Canadians are inclined toward a Theory ¥ concention 


of the attitudss and characteristics of others in the wor* setting, 
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expressing more trust in others by considering that people are intrin- 
Sically interested in making a contribution to the Organization, and 
willing to involve themselves centrally in the pursuit of Organizational 
goals. Thus both in terms of these attitudes toward authority and its 
value in the workplace, and in their basic ideology about others, the 
two ethnic groups are, in effect, "worlds apart". They view their own 
status position as management members of the organization in different 
terms and they diverge widely indeed in their perspectives on the mo- 


tives and needs of their fellow members. 


As shown by the model illustrated in Figure JT on page 362 
it was expected that this basically different philosophy of management 
held by the two groups would have a strong and direct bearing on their 
tespective approaches to task accomplishment and to the consideration 
they would tend to show individuals involved in task performance. 
Indeed it was predicted that because of these basically different outlooks, 
French Canadian managers would be much more urgently preoccupied with the 
achievement of the immediate output goals, and would be much less consid- 
erate of the aspirations and feelings of others within the context of 
work (component II of the leadership model), than would be their English 
Canadian management counterparts. Brieflv, it was felt that the French 
Canadian manager, fearful that his position of authority would be threatened 
if output norms were not achieved to the satisfaction of his superiors and 
distrusting the willingness of subordinates to produce on their own, 
would show a dominant concern for task achievement to the point of 


pressuring others to produce. The English Canadian manager, beine less 
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authority-conscious, and more trusting of the cancern of others for 

task achievement, would focus more on upholding and carefully monitor- 
ing standards and deadlines, but would do so without being so intensely 
preoccupied with this problem as to create a climate whereby a sense of 
urgency with regard to output permeates the atmosphere. For similar 
reasons, French Canadians would take much less into account in the 

work setting the needs and sensitivities of subordinates than would the 
English Canadian manager (the Consideration of Others aspect of component 


Leys 


As expected on the basis of the dynamics of the model, the re- 
search findings for Component II did indeed generally follow this pre- 
dicted pattern. French Canadian managers, in contrast to English Canadian 
managers, showed a much more dominant concern and preoccupation with the 
attainment of the gross output or volume productivity aspect of Task 
Orientation, even to the point of driving subordinates hard to fulfill 
output norms, while English Canadian managers showed a much less predom- 
inant concern with regard to the realization of those work norms. On 
the other hand, English Canadian managers viewed their role as task 
leaders (much more than did the French Canadian managers) in terms of 
"target-setting" and "goal structuring" so that tasks would be maximally 
accomplished, and much more than their French Canadian colleagues, ex- 
pressed willingness to encourage and support those subordinates who found 


it difficult to keep up. 


One of the really important findings in the analysis of the Task 
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Orientation dimension was that the framework set by the French Canadian 
manager for task accomplishment was the attainment of minimum standards 
for everybody in terms of output. He tends to see his role as that of 
an overseer whose primary responsibility is to make certain that every 
subordinate reaches this minimum Standard most of the time. He is not 
basically oriented toward the attainment of really high levels of task 
performance. In settling for a uniform minimum, the French Canadian 
manager, as we have seen, functions in a manner typical of those who 
have a minimum of identification with the Organization's goals but who 
are fearful that unless they fulfill basic output requirements, their 
job will be in jeopardy. This interpretation of the French Canadian 
manager's approach to task achievement is, as explained on, page 440 

of this Chapter, characteristic of the tendency of non-motivated hourly- 
rated workers to restrict production quotas to minimum levels and to 
rigidly enforce them, to produce "just enough but not too much". The 
English Canadian manager, on the other hand, is less concerned that 
everyone, at all times, achievesthe minimum output level, but is much 
more concerned about maximizing the performance of subordinates, and see- 
ing to it that the work climate is one which emphasizes a continued ex- 
cellence in performance, one which encourages subordinates to improve and 


progress in their jobs. 


The research findings for the second attitude dimension of 
Component II, Consideration of Others, once again clearly substantiated 
the predictions based on the dynamics of the leadership model. French 


Canadian managers expressed a much less understanding attitude toward 


ebrabonse ee | 
. Gals) iat, int ae e: ide 
to sah 2a ater ait ns ad Chon ae cag Ye mared 8 


\ a ew 2h aa 
pews deity Hhetrss otam oF ek etasieaogs eeerts beater 
»§ WWE 4 
don at ot sais ariz to 3aom brabaase ee sedohen’ 


Meee fo elavel Agtd yilees to Jon 8338 as vaawos beaoario wi noi 
mebbaas rome offs ental mroiioy B - gotiss02 ml 489 7 tolreq 
| wae mae iS 
ony saod1 Yo japtqy? tenaiam Bs at snotsonud foo8 avad ow 2B ,Tegensa 
oflw tud aisoy <*noltsxinegto edd d3iw notisolitineb! to momioia & ovnd 
tbedd .2inumetlues: iuqivo olead {Istiv sae seainw ted3 iutyee3 on 
néethsas3 oneid 3 to notiatjorqisiol elaTt “Webvaqesieskund liiw dot 
OA) ogsy no baakslgus ae ,22 Inamevetdoe teat o2 doso3Qgs 2" Tegenn 
“vingod bedsvison-noa te yonehne? ant to 2tselrtesostads .rs3qsi 2tds to 
of boa. efovel muminim oF smghiinds wortoubotq Jolzjees oF etediow beter 
od? . "rot ood Son Jud dguons gavt" souborq oF «meds sot0ine ylbight 
dads berna'sonda e@el 2¥ , brad aalhte sit no ,depensm aaibansd detigns 
four ar Jud ,lovel siqiuo stiminto odd eovetdos Bemis ils de ,snoytevs 
eye bap .adtanibrodue Jo sanseteiseg on2 gntstmtxam suods bentesno2 stom 
~x$ begdignon »s, 2eshendqme dotdw eno-2f saamtio axow edd Jada 32 09 gat 


na sVotToni.od 2atanibyodye asgetvoony doldw sqo yaonsmolirseg at soneliss 


ssdot tied mt eaeigotg 


ara 


io nottmemib sbuxiazs bronsge- edd 202 agnibndd. dotasee: sat 


badetinajeduea vineels aiege Sane .23x9dd0 Po noltisyshieno> iI, 
fonett .isbom qifigiebssi edi Yo asimanvb od3d an beorsd eaek 


biewod sttiila24 entbnsievebay eest doum 8 bsrearque 27 


ee) ee 


- 481 - 


subordinates' feelings while the English Canadian management group 
expressed much more consideration of others in terms of sensitivity to 
their feelings and needs at work, Paradoxically, the French Canadian 
group showed more concern for broad and abstract principles of good 

human relations in the workplace, a result indicating that "in theory", 
French Canadians were more considerate of others than were their 

English Canadian counterparts, but in recommended “practice" sin 
face-to-face relationships within the work setting, the French Canadian 
group, as noted, adhered much more to the "hard line" in dealing with 
subordinates. The general concern of the French Canadian for the 
happiness and well-being of people in the broad context of social relation- 
Ships at work, combined with his strict and disciplinarian approach to 
subordinates in his work-related interaction with them suggested a strong 
paternalistic leaning on the part of the French Canadian, one that was 
not shared by his English Canadian colleague, who was inclined to be more 


Straightforward and businesslike in his dealings with subordinates. 


As indicated by the dynamics of the leadership model, it was 
expected that there would be a connection between the attitudes expressed 
in terms of Component II and those revealed in Component III. Certainly 
the French Canadian, who is preoccupied with productive output even at 
the expense of the feelings of subordinates (task orientation), and who 
strongly adheres to a disciplinarian approach in his face-to-face relation- 
ships with them on the job (consideration of others), would likely withhold, 
rather than foster opportunities for them to involve themselves in depart - 


mental decisions. In contrast, the English Canadian management group, 
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being more goal than pressure-oriented in their approach to task accom- 
plishment, and expressing a great deal more consideration in their 
attitudes toward those who report to them, would be more likely to 
wish to include them in the decision process and to delegate at least 


some decision responsibilities to them. 


On the basis of these same dynamic interrelationships, it was 
felt that French Canadian managers would adopt and hold to a style of 
management which emphasizes close control and regulation of subordinates' 
work, while English Canadians would be inclined much more toward develop- 
ing a leadership climate in which subordinates were afforded, within reason, 
a good measure of autonomy and freedom from rigid and continuous surveil- 


lance. 


Once more, the research findings confirmed this expectation 
for Component III. French Canadian managers did indeed favour, much more 
than English Canadian managers, a strongly controlling form of management 
style, being less inclined to involve subordinates in decision-making, 
and being much less favourably disposed toward delegating to them the 
responsibility for handling tasks and decisions on their own. They were 
also to some extent more inclined to check and audit the details of subor- 


dinates! work, 


It should be noted in this synopsis of the research findings 
that the wide differences between the two groups with respect to the 


attitude dimensions in all three components were similar across all the 
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organizational levels in the large companies dealt with (the only 
exception being Scale M of consideration of others, where differences, 
though significant, were relatively small), so that the divergence 

in the outlooks of the two ethnic Sroups was in fact amazingly consistent 
and certainly not confined to particular companies or echelons. In 


short, the differences found were indeed cultural ones. 


The research results also indicated that the French Canadian, 
working in his own cultural milieu in industry (company 2), holds to 
substantially the same philosophy of management, outlook toward task and 
people and the same management Style as does the French Canadian in the 
bicultural setting. The only exception to this striking similarity 
between the French Canadian managers in the two different industrial 
environments is the fact that the lower-level French Canadian manager 
tends to be less exclusively output-oriented, and tends to favour less the 
use of pressure tactics to get the work out, than does his French Canadian 
counterpart in English Canadian companies (a pattern of results explained 


on page 425 of this chapter). 


Thus, the strong and impelling factor at work in determining the 
French Canadian's attitudes toward all three components of the leadership 
process is definitely a cultural one, the profound identification with the 
value system operating within the context of French Canadian society. It 
is not the outcome of his being a member of a bicultural, English Canadian 


dominated industrial organization. 


iene egeraie on salt alien “ pat sa 
| al .ehoisdos ro aeinsqmo> 7alyots7aq 8 bemidao» gon ¥. ) si a 
sano: Isyvu2 luo beobat ee i eh 


aad 
= 
etetbaaed done? aly godt betsotbnk osla” etiueer dovasect ofT der : 
d abloH .(S vnsqmos) vdaubnt nt uelTim fe71a'teo “nwo: ot a ge 
ha Jaet bso) Aooliyo ,Jnemsgeasm to yiqoeoltiq ‘ompe oss ettnssasade 
287 nt Geibankd dened add asob as oly3a Jnemsgensm smez ie’ eae ele 
yiitalimie gaititste 2tdd 03 noktqaoxs vino ofT .gnittee istudfusord 
farsauont dnsxeliib ows sft of axsgsosam noibens) doastd orld asewied . 
Feapsiam nerbacad fonetd Isvel-rewol edi Jada joe2 eds 23 at nemnottvas 
ih -diek alone oy @bns) bas ehat9ai3 o-duryiee visvievioxs aael od 03 ebned 
asthsos) dooett aif esob mei .due dsow onl 39g 03 2213989 oruaaeng to ass 
senieiqxe etluest lo nieuteg a) estnaqnoa natbaae) deilgnd nat srsqze3nuos 


= 


«(aedqgero atda lo 28) sgag ao 


ud? grlarersaah ot sow Je toISBT uikiieqmt bas gnotta ots .20aT 
| gidzisbeal ats to adngnoqmoa seid Ile biswod esbudists e'natbsens) dont 


oft Hakv notisoliianabt bavetotq ond ,ano favwiIuo e ylediatieb a1 2899074 


Zi «WISinoe Anibsoes dohetT Ao Jxsdn05 add niddiw gatjsieqo medeye oi 
nhkbang) detignd ,lavutiuoid 5 10 1sdmsm a gifted aid 2o smostyo, adz 


snoisasinegio lsivteubake 


- 484 - 


Having summarized the research findings in terms of the leader- 
Ship model presented, there remains to be discussed an important considera- 
tion in order to arrive at a better understanding of the important role 
that culture plays in crystallizing the leadership style of its members 
as described in these findings: the impact of a superior's management 
style on his subordinates. This requires an extension of the leadership 
model already outlined. It was not the intention of the researchers to 
present the view that the leadership process, as described in this model, 
is a simple, cause and effect unfolding phenomenon, having as its source 
solely the cultural antecedents of the leader. It is true that culture, 
in the manner described in the model, does play a major role in determin- 
ing a manager's perception of his position of authority and contributes 
in this manner to the development of his personal conception of human 
work motivation, which in turn, determines his management style as we have 
previously indicated. However, the superior's management style also acts 
upon the attitudes of his subordinates, and what is more important as 
we shall see later, the resulting attitudes and corresponding behaviour 
of subordinates will, in turn, influence in some way the personal manage - 
ment philosophy of the superior. It is to this subordinate group, and to 
the role these subordinates play in the leadership process in industry 


that we shall now turn our attention. 


We have seen that managers of the two ethnic groups have basic- 
ally different styles of management. As amply demonstrated in the report 
of the research findings, the French Canadian, much more than the English 


Canadian,evinces a style which is characterized by close surveillance 
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of subordinates in which the involvement of subordinates in decision- 
making is tightly constricted. The English Canadian manager favours 
much more the notion that subordinates should be given a measure of 
autonomy and freedom in doing their jobs, and is more inclined to in- 
terest and involve subordinates in departmental decisions. These two 
divergent styles stem, as we have seen, from basically different con- 
ceptualizations flowing, in turn, from essentially different personal 
management philosophies which the two ethnic groups bring to and incor- 


porate in the work setting of large organizations. 


What we have not as yet sufficiently dealt with, however, is 
the profound impact that these management styles inevitably have on 
subordinates, as well as its repercussions on the leadership process 
itself. The nature and strength of this impact is in fact a function 
of both, the style of management of his superior and the attitudes and 
behaviour of the subordinate himself, particularly the degree to which 
he himself is motivated to perform effectively within the work setting. 
If the individual is intrinsically motivated, having integrated his needs 
and aspirations with the demands of the organization, then a style of 
management which stems from an authority-centered, basically mistrusting 
approach, one which acts to control him closely and keep him out of the 
picture in the processing of decision-making, will undoubtedly have the 
effect of de-motivating him, and cause him to rapidly lose interest not 
only in his job, but even in the attainment of essential objectives of 


the organization. The impact of a more democratic style of management 
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will, of course, be quite different. If basically trusted, and given 
some autonomy and freedom to perform his tasks, and if consulted in 
decision-making, his already strong motivation will be sustained and 


even enhanced within this kind of regime. 


If the subordinate enters the industrial scene relatively 
unmotivated, that is, essentially indifferent and apathetic, or even 
in conflict with the tasks and objectives of an enterprise, then again 
the effects of these two styles of management will be markedly different. 
An autocratic, strongly controlling form of management would undoubtedly 
solidify his apathy or indifference, further de-motivating him and in- 
creasing the intensity of his feelings of conflict. On the other hand, 
a management climate which permits the expression of his views and ideas 
and which encourages him to work on his own will very Likely have the 
effect, over time, of arousing and developing his work motivation. It 
will, in short, gradually stimulate him to develop an intrinsic interest 
in dealing with the problems, tasks and issues that take place around 
him, without his demanding an external reward for every effort he puts 
forth. Thus the form of one's management style can offset or reinforce 
a subordinate's existing tendency to integrate himself into the organ- 
ization. Likewise, it can offset or reinforce a subordinate's indif- 
ference, apathy and even hostility toward life in an industrial organ- 


ization. 


Whichever the case may be, the factor that makes this impact 


so crucial is that the attitudes and accompanying behaviour of a subor- 
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dinate stemming from a superior's particular management style will, in 
turn, have a direct repercussion on that superior's personal management 
philosophy which, as we have seen, determines the management style he 
utilizes. Indeed, the subordinate's reaction will invariably act back 

on his superior's personal inclination toward one or the other style, 
serving to crystallize it more and more. Thus, the superior, whose style 
is basically authoritarian and who is skeptical of a subordinate's intrinsic 
interest in work, will, as we have seen, discourage the intrinsic interest 
of the subordinate in the tasks and objectives of the unit if that subor- 
dinate already possesses this interest, or, increase his apathy, indiffer- 
ence, or even aggressive behaviour if he already lacks motivation and 
interest. In observing, which he invariably will, ever-diminishing 
interest or increasing "laisser-faire" behaviour on the part of his subor- 
dinates, he will obviously conclude that his Theory X philosophy toward 
subordinates is in fact confirmed, and he will hold all the more firmly 


to this conviction and its resulting style of management. 


The superior who evinces a more positive, trusting outlook 
toward subordinates, manifesting itself in a more democratic managerial 
style in the workplace, will encourage the intrinsic interest of subor- 
dinates who lack it, and enhance the interests of those who already are 
identified with the tasks and objectives of the unit. The more democratic 
manager, gaining positive feedback from his own management style, will 
equally be convinced that his thinking and approach is a sound and correct 


one, and will thus hold to this style all the more firmly. 
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Thus, in superior-subordinate relationships, a feedback cycle 
such as the one described, is invariably operative, in that the attitudes 
and behaviour characteristic of the management style of the superior act 
on the attitudes and behaviour of the subordinates. The subsequent 
reactions of the subordinate to the style of management serve in turn to 
crystallize the pepariae ts leadership style even further. In effect, the 
manager's style in his approach to subordinates tends to take the form 
of a "self-fulfilling prophecy" in that the manager's predisposition 
toward others and the way he leads them tends to be reinforced by the 
impact resulting from his interactions with them. This impact and reper- 
cussion effect as described above is one that holds true in any organiza- 
tion within an economic or non economic-oriented society and constitutes 


a fourth dimension in the leadership model as presented in Figure 2. 


This figure shows the addition of Component IV, which encompasses 
the behavioural impact which the superior's style has on the attitudes and 
actions of the subordinate in the workplace, determining in very large 
part whether that subordinate's behaviour will be integrated or non- 
integrated with the demands and challenges of the work situation (dimen- 
sions 7 and 8 within component IV). Thus, the superior's personal philos- 
ophy of management (component 1), whether it be authoritarian or democra- 


tic in nature!, will directly influence (arrow a) his conceptualization 


: It is not the intention of the researchers to imply that these two 
styles of management are the only ones which can be, or are, employed 
in industry today, but they constitute the really crucial differentiation 
for the purposes of this study. 
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of tasks, and people involved in these tasks, as represented in Compo- 
nent II. This conceptualization will, in turn, determine (arrow b) 
the particular administrative aspect of the management style he adopts 
and adheres to in dealing with subordinates (component III), which in 
turn, as we have just discussed, determines (arrow CJ. Or has a direct 
impact on the behavioural reaction of the subordinate, as shown in 


Component IV. 


This reaction, as we have pointed out, will tend to take the 
form of de-motivated, non-integrated behaviour if the management style 
is authoritarian, and very likely will be more motivated, integrated 
behaviour if this style is democratic. The superior as a person, then, 
depending upon the kind of individual he is, generates through his mana- 
gerial style, integrated or non-integrated behaviour in his subordinates. 
Figure 2 also contains a most crucial element in the leadership process: 
the feedback loop, (arrow d) by which the subordinate's reaction to the 
management style acts back on, confirms and crystallizes the superior's 
personal philosophy for dealing with others in the organizational set- 
ting. This confirmation and further solidification of his style, again, 
acts to further confirm his conceptualization of tasks and people, and 
so on in a continuous, self-generating sequence. This dynamic, self- 
generating aspect of the leadership process is, as we have mentioned 
previously, characteristic of superior-subordinate relationships in any 


society. 
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It is important to realize, however, that the superior is not 
the only force operating to elicit integrated or non-integrated organiza- 
tional behaviour on the part of subordinates. The culture within which 
the leadership process operates is also a primary source of influence, 
creating and sustaining powerful forces which in themselves serve to stand- 
ardize to a considerable extent this leadership process in superior-subor- 
dinate relationships within a unicultural society. Within such a society, 
both the superior and the subordinate are strongly affected by these cul- 
tural factors. Since our primary concern is a study of the leadership pro- 
cess involving members of the two principal Canadian ethnic groups, let us 
focus our attention upon the nature of this process as it functions in 
these two societies, the French Canadian one, which is an essentially 
authoritarian, and as we have seen in Chapter IV, a relatively non-economic 
oriented one, and the English Canadian one, which is more egalitarian in 


nature, and much more materialistic and economic-oriented. 


The French Canadian culture, not being economic-oriented, yet 
being strongly authoritarian in its value system, inculcates in its members a 
philosophy of management which strongly emphasizes the status of one's au- 
thority position and fosters a Theory X type of conception of the motiva- 
tion of subordinates, leading to an authocratic form of management style 
as we have seen in this chapter. With respect to the French Canadian 
subordinate, he typically enters business relatively "cold" from an 
essentially non-industrialized or economic-oriented culture, and having 
no "built-in" tendency to accept as natural and good the pursuit of the 


economic goals of the enterprise, would tend to develop strong feelings 
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of self-devaluation due to the tensions and strains generated by the 
deeply-rooted personal conflicts he experiences as a responsible member 
of the organization (see the research results of conflict scales A, B, 
C, D, E, F and G of chapter IV). In short, the French Canadian's frame 
of reference at the very onset of his occupational life, in his subor- 
dinate role then, is simply not conducive to his becoming sufficiently 
attracted to business to the extent that he would consider a career 

in industry as truly a way of life. Thus, the chances that his behaviour 
would, in fact, "square'' with a Theory X conception of behaviour would 
be strong indeed. Since the French Canadian subordinate would not be 
identified with the mission of the organization he joined, he would 
likely do less rather than more, and would show more apathy than would 


his English Canadian counterpart. 


Thus, we are confronted with a situation in which culture 
engenders non-integrated behaviour on the part of the subordinate by 
instilling in him personal values which are not integrated with the 
economic function of industry and which are based on an authoritarian 
ideology which is not conducive to the development of team management 
in organizations. Culture simultaneously instills the same values in 
the superior and the dynamics of the leadership process begin to operate. 
The superior's authoritarian stvle generates more non-integrated subor- 
dinate behaviour which would, in turn, act back on the superior, further 
confirming his personal philosophy of management, consolidating his 
management style, and leading him to further engender non-integrated 


behaviour on the part of the subordinate. Thus culture, by acting directly 


ae Ape ee one 


ee 
. a _ ee eee 5 
‘A wens ie 


Aik MA Roache 2o ustuner- demain tonto nold 
saehaiatnsaeesadl domex% okt «270da wt | CVE teaqasts 20D ‘bn 

| -redue eid ab 920! Isnotsaquose at 30 3¥eno yrev os ge . 
¥lineboi tive gnimoasd elt od svioubnos ton vignke ek ada fo: 
iserso & Tebtenoo bivow si tad3 tneax9 silt 03 seentbeud 03 bs3 | vt mae 7 
wWotvedsd att Jot? eoonedto add .eudT - «eitL Io yew 8 yviuws oe eseubak amt 
biuew qwokvacied to moitqsonos X yroodT 8 ddiw “eraupe” ,to02 nt ‘aaa 


ad fon bivew etentbrodue meatbansd donszt ane somte  .besbni: ancite od 


a 
a 


biinow ‘ad>,boniot ad moisasinsgio ef3 Jo noleatm ad? dtiw baitisasbt 
_ btvew nsd2 ylieqa osom wode biyow bas ,o0m nadd sorts» eeol ob elodtl 
+JsqusIauos matbsns? datignd aid — 


Libs 2 ed | 
saudiuoa foidw ni qottessia 6 ditw betnortnos sin aw , eudT 


606 ror a 


vd sisaibrodua sf} to txaq od? no tw0lvsdsed bsJstgo3ni-non atsbnegns 


aly maiw beturgeint gon esa nokdw asvlav Janoerveaq mid nat antilisani 


nshisettontve ne no Seasd sis Noite bas yrtaubni io motsonu? stmonoos 


Inomegsrs@ mess lo Jasmqolevsl sit of swvlowbeoo dom ek doidw vaolesbi 

Hk eouley ompe of alligenk ylevoonasiumie sana tud- -anolisssingg7o ni 

1atuga oF gised eegsq1qg cidegebpes oda Jo aortmenybh edz’ bone s0it9qQue snes 

TOOne DsIIStgsIHi-non stom estazsenss alte aptrasivodive al anbneqos; amr 

19033ui ~rO}yeqte sit ao dosd Jon , news ab .blwew ioaisw 10) varied! 99 
id solisbiloanos ,inamsdsinsm Io viqorald re i pnoat aq — ant 

Sisigsini-gon ‘iebuaane ts37H2 03 miei antbass iis qs 


Yitootib anttas vd ,srusiuo 2udt .atanthaodue sda Jo 298 


- 495 - 


on both ends, the input and output components (I and IV), tends to 
crystallize and solidify the whole leadership process, constantly 
building-up forces of resistance to change toward a more integrated 

work pattern. The dynamic interplay of cultural forces and those 
existing within the leadership process itself are shown in Figure 3, 

in which arrow X represents the forces of culture that bear upon the 
manager-Superior and arrow Y, those that are directed toward the manager- 


subordinate. 


Consistent with this graphic representation, the English Cana- 
dian culture, being much more economic-oriented, and essentially egal- 
itarian in its value system, implants in its members who go on to man- 
agement positions in industry, a more Theory Y type of philosophy with 
respect to subordinates, and a more democratic style of management, one 
which encourages integrated behaviour among its members. With respect 
to the English Canadian subordinate, his behaviour at the onset of his 
career in business would be more strongly integrated with the organi- 
zation he joins, since his culture has taught him the value of a career 
in business, and defined success for him largely in terms of advance- 
ment up the hierarchy in a business organization. He would, from the 
start, accept and even derive intrinsic satisfaction from the challenge 
of task achievement that the organization offers him, and in most cases. 
would be relatively conflict-free with regard to the economic goals of 
business (see the research findings of Chapter IV). He would, in short, 
be an economic-oriented individual, and his more integrated organizational 


behaviour would act to confirm the more Theory Y management philosophy 
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of his superior and further consolidate that superior's style of 
management in interactions between the two, and thus lead the manager- 
superior to further strengthen the integrated behaviour of the subor- 
dinate. The feedback cycle would thus be perpetuated, and the leader- 
ship process firmly set and crystallized. In this manner, the English 
Canadian culture tends to generate and re-generate integrated behaviour 


among its subordinates. 


The description of the forces at work in the interaction be- 
tween superiors and subordinates is not, of course, applicable to 
everyone. There are in all situations,such as these, many individual 
exceptions. The point being made here is that culture exerts a power- 
ful influence (in the manner described) on the majority of organizational 
members, serving to standardize and crystallize the leadership process 
among groups of people. What we wish to emphasize for the reader is that 
the ultimate cause of integrated or non-integrated organization behaviour 
is culture, while the "instrumental" cause is the manager-Superior's man- 
agement philosophy and accompanying leadership stvle. Culture thus plays 
the most predominant role in determining whether the behaviour of organi- 
zational members will be integrated to the goals or objectives of that 
organization, or not. The role of the superior is that of a reinforcing 


agent, strengthening and perpetuating the influence of culture. 


In view of this, the fact that a French Canadian superior would 
hold to a Theory X conception of people's attitudes and behaviour is most 


understandable. There is, in short, much justification for the French 
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Canadian manager's belief that people in industry are basically indifferent 
to work and to the successful fulfillment of the organization's objectives. 
In addition, the French Canadian superior, being himself a member of the 
same culture, would have the same basic attitudes toward work. Being 

also less identified with the economic mission of an organization and 
considerably in conflict with respect to his personal values in the goals 
of industry (as shown in chapter IV), he would naturally tend to be keenly 
Sensitive to these tendencies in others. Their attitudes and behaviour 

in the work setting would then tend to confirm (rather than modify) his 
negative, skeptical attitude toward others in the work setting as reflected 
in the Theory X conceptualization of people held by the French Canadian 
Superior, a conceptualization which the research findings clearly show 


does describe accurately the French Canadian frame of reference. 


This strongly-held negative outlook on others in the workplace 
is partly due to the French Canadian manager's observations of his cultural 
colleagues in the workplace, and partly due to this "projection" of his own 
characteristics. But in addition, it is due to his strongly-felt need to 
believe that others are slack and indifferent toward work, because this 
belief, in effect, justifies and satisfies the high value he places on the 
omnipotence of his authority and person in his dealings with subordinates, 
a value which again, he has internalized from his culture. Thus, a Theory 
X French Canadian manager is, in effect, different from a Theory X English 
Canadian manager. The English Canadian Theory XK manager, in believing, for 
example that most people are out to do as little work as possible, or that 


people are lazy by nature, does not hold a theory which is consistent with 
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the human nature as it exists in an economic-oriented and industrialized 
culture. It is, however, a theory which does tend to be consistemt with 
human nature in relation to industrial work within the context of a 
non-economic-oriented, non-industrialiged society. This is preciselv 
why the differences found to exist between the two ethnic groups in this 
study are so large. In short, there is much more justification for a 
French Canadian manager to adhere to a Theory X conception of human work 
motivation than there is for an English Canadian manager to do so. The 
fact remains however that, regardless of culture, a Theory X orientation 
will inevitably lead to non-integrated organizational behaviour. This 
consideration could be a partial explanation for the fact that so few 


French Canadian managers reach the top of the management hierarchy. 


The impact of these divergent leadership styles on communica- 
tion and coordination between the two groups in a bicultural organization 
is not a difficult one to imagine. The subordinate who enters such an 
organization would encounter two highly divergent leadership regimes 
which have widely different effects on people working within it. In 
dealing with French Canadian and English Canadian superiors in the con- 
duct of his tasks, he would be exposed to an organizational climate which 
might best be described as a "double standard" of management within a 


Single enterprise. 


The French Canadian and English Canadian manager-superior would 
not see eye-to-eye on the personnel policies of the organization, on methods 


of training and developing subordinates for future responsibilities, on the 
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way departmental decisions should be dealt with, or even on the way in 
which departmental tasks are to be allocated and performed by subordinate 
members in that department. In short, one is safe in saying that 
managers of the two ethnic groups would diverge widely on the develop- 
ment, deployment and utilization of human resources in the workplace 

and therefore would have little or no common base or frame of reference 
for exchanging ideas about these crucial matters. This, in all likelihood, 
would be the case because they simply do not have a common philosophy of 
management, that is, a common perception of their role as managers. As 
we have clearly seen, the French Canadian manager, because of the degree 
to which he has personalized the authority aspect of his role and because 
of the resultant strong emotionally-based status orientation he brings 

to bear in his relations with others, tends to view colleagues or peers 
in the workplace with a considerable degree of mistrust, and tends, in 
interactions with them, to act defensively whenever he perceives any 
direct or implied threat to his own image of omnipotence as the holder of 
a position of responsibility. This “aura of infallibility" with which 

he tends to surround himself, and the view he has of others, would act 

as a strong communication barrier, and in his interactions with his 
English Canadian peers, there would likely be, among this latter group, 

a pervading feeling that they just cannot "get through" to him for frank, 


informal and open discussions of departmental or organizational problems. 


The differential level of trust the two groups have toward others 
in the workplace would further intensify the communication problems between 


them. These feelings would seldom be expressed because of the touchy 
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nature of ethnic relations, and because the mistrust French Canadians 
feel toward others could not possibly be understood by the English 
Canadian, who simply has not been "brought up this way". Thus, the 
English Canadian manager could not enter into the kind of face-to-face 
interaction with them that he would like to have, consistent with his 
management philosophy. He would in short be frustrated in this kind 

of situation, being more inclined than the French Canadian to establish 
a climate of mutual trust and confidence in all of his relationships, 


thereby "freeing" lateral channels of communication. 


One can see that those higher in the hierarchy would encounter 
difficulty in coordinating the efforts of managers of the two ethnic 
groups, and would in all likelihood "have their hands full" seeing to 
it they effectively communicated and coordinated with each other in 
dealing with tasks and projects in which both were involved. Indeed, 
in cases where the French Canadian and English Canadian manager were 
allocated responsibility for tasks and projects, there would in all like-~- 
lihood be a marked lack of uniformity between the two on the follow-through 
of basic policies, particularly those involving personnel matters because 
of the basically different managerial styles employed. Simply to illus- 
trate the types of problems which in our opinion could transpire, the 
French Canadian manager might hesitate much more than the English Cana- 
dian manager to communicate technical information to his English Canadian 
colleague for fear that,if this information were not "perfect", he would 


lose stature as a manager in the eyes of others. 
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In addition to these problems in lateral communication 
between the two ethnic groups of managers at the same organizational 
level, the problems of vertical communication in the hierarchy could 
be difficult ones. The French Canadian superior in a bicultural set- 
ting, because of the climate he would create with subordinates would, 
as we have seen, tends to reinforce the non-integrated organizational 
behaviour of French Canadian subordinates, adding to, rather than 
offsetting the apathy and indifference or negative attitudes toward 
tasks and goals which, as we have seen in Chapter IV, are ultimately 
based on the conflicts engendered in him by his culture. Thus, the 
strong barriers to communication which already tend to exist in an 
authoritarian climate in which the indifferent subordinate is not 
motivated to keep the boss informed on important work problems would 
be further increased. As a result, the French Canadian manager, lacking 
sufficient information to meet even minimum standards of output he has 
set, would further pressure subordinates, resulting conceivably in 
hostility on the part of the subordinate, leading in turn to indirect 


aggressive acts, such as the withholding of information. 


Furthermore, this climate created by the French Canadian superior 
would, as we have discussed, act to depress or reduce the existing integra- 
ted organizational behaviour of his English Canadian subordinate, if mem- 
bers of this culture were included in his work group. The status-orien- 
tation and accompanying mistrust on the part of the French Canadian superior 


would act to disillusion and frustrate the English Canadian subordinate who 
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because of his cultural background, would expect a good measure of dele- 
gated responsibility for tasks and decisions, and be left within reason- 
able limits, on his own to tackle and finalize the tasks allocated to 
him. Again, he would have difficulty in convincing his French Canadian 
Superior to let him function in this way. Thus, it wuld be difficult 
indeed for the French Canadian manager to develop a strongly-motivated 
and cohesive work team within this kind of regime, in a period of tech- 
nological development when team work is almost an essential prerequisite 


for effective task accomplishment. 


The English Canadian superior in a bicultural setting would also 
be placed in a difficult, but somewhat different kind of situation. His 
freer, more democratic approach to subordinates would, as we have outlined, 
act to enhance and reinforce the integrated organizational behaviour of his 
English Canadian subordinates!, With respect to his French Canadian subor- 
dinates, if they formed part of his work team, it would seem, at first glance 
that this kind of leadership climate would act to offset and largely over- 
come the non-integrated behaviour of these subordinates, because the more 


democratic, trusting regime created would foster high intrinsic job interest 


: It should be pointed out that we are discussing the behaviour of 
the majority of people in these situations and not particular individuals. 
There are, of course, always exceptions, such as the French Canadian with 
a highly democratic style of management, and the English Canadian who s 
highly authoritarian in his style. The fact should also be noted that the 
terms "democratic" and "authoritarian!" are relative terms, with the author- 
itarian style being somewhat different in the French Canadian culture than . 
in the English Canadian culture, and the same would be true of the democratic 
styles in the two cultures. 
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in any subordinatel, including a French Canadian one. 


In the opinion of the researchers, this would not likely be 
the case. We have seen that this non-integrated behaviour of the French 
Canadian subordinate is very profoundly culture-based, and is a direct 
manifestation of conflict which he implicitly feels exists between the 
pursuit of a career in business and other crucial realms of personal con- 
cern to him, that is: family life, individual dignity and worth, the ob- 
ligations he feels toward society and his cultural identity (shown in the 
results of Chapter IV). In the truest sense then, the English Canadian su- 
perior would be "bucking" culture in his attempt to inspire the French Cana- 
dian subordinate to take a strong and impelling interest in the progress of 
the department and company. He would be attempting to encourage an inter- 
est which is simply not there, one which in fact the French Canadian deep- 
ly fears because of the conflictual state he finds himself in with re- 
gard to the norms of his culture, as we have previously seen. It should 
be pointed out here, that the manager in the leadership process can only 


act as a catalyst. He can only create a climate which will sustain and 


This point was brought out on page 486 in the context of a unicul- 
tural organization or society which is, in fact, industrialized or economic- 
oriented. In this context, intrinsic work motivation tends to have already 
been inculcated in most subordinates when they enter the business world. 
Thus, if subordinates within an economic-oriented culture are found to be 
apathetic, it is very likely due to the leadership style of the superior, 
and a change from a more authoritarian to a more democratic style usually 
results in eliminating the barriers that prevented the development of a 
latent desire to identify and be strongly involved with the achievement 
of organizational goals. This particular point has been extremely well- 
documented in a multitude of studies of industrial leadership conducted 
on the North American continent. 
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augment the involvement of subordinates if it already exists, and in so 
doing, generate integrated organizational behaviour. The basic motiva- 
tion of the subordinate to involve himself in the organization's tasks 
and goals must already be there if the superior is to have any positive 
effect. Culture, in short, provides the "seeds" for the attitudes and 
behaviour the subordinate brings to the work setting. The manager, 
though a crucial and central figure in the leadership process in any 
enterprise, can only provide the proper climate for these seeds to grow 


and flourish. 


The application of remedial action to overcome these problems 

is, of course, no simple matter. Yet, as we have discussed at length in 
the summary of Chapter IV, the direct avenue to the solution is the devel- 
opment of an industrialized culture among French Canadians, one which is 
economic-oriented and one that engenders in the mentality of its members 

a personal acceptance of and strong intrinsic interest in the growth and 
development of industrial enterprises, and a strong motivation to seek out 
and pursue a career in this realm as a way of actualizing one's potential. 
This can be done, as we have seen in Chapter IV, only if the deep-seated 
conflicts the French Canadian experiences in industrial life are confronted 
and dealt with in an open and frank manner. These are the key issues. This 
problem cannot be solved by solely attempting to develop management skills 
through the use of coaching or human relations training. With respect to 
human relations training, in almost all cases, it fails in its mission to 


bridge the gap between the two groups in terms of the adoption of effective 
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leadership styles, because it fails to recognize the existence of two 
distinct philosophies of management along cultural lines. Management 
development programs are very often intentionally oriented that way 
because of the embarrassing nature of the problem. There is understand- 
ably a natural resistance to discuss human relations problems in terms of 
a "French problem" or an "English problem". Yet training programs, as we 
have recommended in Chapter IV, must be so set up and conducted so that 
they actively encourage the French Canadian to totally confront himself 
with his problems of adaptation to the world of work, to face and attempt 
to cope with the conflicts he sees between industrial life and his personal 
values and his accompanying devaluation of the economic function of busi- 
ness. Only in this manner will these programs provide him with a chance 


to integrate his values with the mission of industrial organizations. 


Again, as we have pointed out, this opportunity cannot be provided 
in training programs which treat the French Canadian as though he were an 
English Canadian. That is, the English Canadian, who is Theory X-oriented, 
is so because of his personal characteristics much more than because of 
his culture. He likely has a stronger "built-in" motive to change or 
modify his views about people than does the French Canadian because he 
inherently wants to integrate his behaviour with the system. He is on 
the alert for more effective ways to function maximally in the organization, 
and is therefore more "primed" for change. The French Canadian, in contrast, 
holds to a Theory X approach to others which, as we have discussed previously, 


is culture-based and which, in effect, faithfully reflects his up-bringing. 
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Not being essentially economic-oriented, he cannot to the same degree, 
as his English Canadian counterpart, incorporate into his own value sys- 
tem the primary goals of industrial organizations and as a result, in- 
dustrial work does not have the same valued meaning for him. He cannot 
reconcile his role as a responsible member of an organization with the 
concept of himself as a useful member of society, a responsible family 
man, or with the kinds of professional, altruistic activities that he 


and his culture value most. 


In short, the work the French Canadian is actively engaged in 
does not meet the basic social and psychological needs that his culture 
has given him. Industrial activity has little meaning for him because 
personal growth within an industrial organization cannot possibly en- 
hance personal feelings of self-worth or his self-esteem. On the con- 
trary, industrial success can only serve to detract from the realiza- 
tion of peace-of-mind that all individuals strive for and obtain in an 
environment which is compatible with one's self-image. This is the basic 
conflict that the French Canadian must face head-on and solve above all 
others, if he is to be a member of a management team which fosters in- 
tegrated organizational behaviour in others. Only then will it be possi- 
ble to train him to develop more effective managerial skills, for only 
then will he have a good reason for doing so. Until this is done, most 
attempts to develop his managerial skills will not have any real meaning 
for him and will only tend to be interpreted by him as a subtle form of 
exploitation on the part of English Canadians to increase production at 


the expense of basic human satisfaction. 
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Chapter V1 


Work Motivation 
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In this chapter, a model for the study of work motivation is 
briefly outlined, followed by a description of the twenty work motives 
investigated in this study. A discussion of some major problems and 
issues involved in the conceptuaélization, measurement and interpretation 
of work motivation is then given, followed by a description of the 
measurement techniques and method of analysis employed in this study. 
The research results and interpretation of these results are then 
presented, and the chapter is concluded with a brief summary of the 


research findingse 


Objectives and General Design 


Rationale 

The basic objective of the study of this dimension of industrial 
leadership was to determine how French Canadian and English Canadian 
managers in large corporations would compare in terms of the relative 
strength of the work motives which these groups presently possess. It was 
of interest to ascertain, in other words, the degree of importance each 
group attached to a fairly large number of needs relevant to one's work 
and career, by determining to what degree individuals expressed a desire 


for specific work incentivese 


As discussed in the introductory chapter of this report (pages 
13. to 14), it was felt that the needs these two ethnic groups seek to 
satisfy most in the workplace would influence the way in which members 
of the two groups at managerial levels coordinated with each other in 
the performance of tasks assigned them, since integration of the efforts 


of the two groups would require some degree of communality in their 
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respective work or career motives. It was also felt that the degree of 
compatibility of these motives with the requirements of the organization 
would play a significant role in determining the kind of climate these 
managers would create in such important areas as the motivation and 


development of subordinates. 


However, to have conducted an exhaustive or elaborate investigation 
of work motivation would have been beyond the scope of the present study. 
Our major concern in the research study was an analysis of the basic 
identification of the two groups with the goals of business organizations 
(chapter 1V), and a study of their attitudes toward the leadership process 
in these organizations (chapter V). The overriding interest in the present 
chapter was thus the degree to which the relative priority assigned to 
work motives by the two ethnic groups would serve to explain or better under- 


stand the research findings of the previous two chapters. 


Several criteria guided the researchers in their selection of the 
work motives to be included in the study. First, it was considered impor- 
tant to include motives which had direct relevance for work in business 
organizations, so that attention was directed toward motives which referred 
to such factors as job security and decision responsibility, while such 
motives as physiological or biological ones were excluded because of their 
remote relationship to work in an industrial organization. Secondly, it 
was essential to include a broad and relatively comprehensive set of 
important work motives in the study, subject of course to limitations 


imposed by time factors. Thirdly, and of central importance, was the 
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necessity to include those work-related motives which would be relevant 
to a comparative study of the two ethnic groups. Hence, a few motives 
which might not ordinarily be used in a study of one ethnic group, such 
aS say English Canadians, were included because it was felt that they 
were important to members of the other ethnic group, French Canadian, 


and vice-versa. 


Having these criteria as guides, the next step was to make the 
actual selection of motives to include in the study. While there has 
been considerable research, both empirical and descriptive, conducted 
on work motivation in recent years, in the view of the researchers, one 
of the most realistic and useful models for the study of motivation has 
been that of Maslow (1954). He has identified five basic need systems 
which act to organize and direct the individual's behaviour and which he 
viewed as being hierarchical in terms of social worth or value. These 
need systems, (in ascending order within the hierarchy) were: Physiolo- 
gical needs (hunger, thirst, etce), Safety or Security needs (protection 
from threat and danger, and the striving for a safe and orderly environ- 
ment), Social needs (belonging, association and affection), Esteem needs 
(status, recognition and self-respect) and Self-Actualization needs (the 
realization of one's potentialities). Only the latter four need systems 
were of interest to the researchers because of their more central relevance 
to the study of work motivation. They were adopted by the researchers 
as the basic classification scheme for the work motives dealt with in 


this research study. 
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The problem of time and questionnaire length limited the exhaus- 
tiveness with which these need systems could be assessed, and therefore 
restricted the number of statements which could be included within each 
system. It was decided that as many as possible but a minimum of three 
statements should be included to tap each separate need system. The 
resulting scheme, the one used to compare the two ethnic groups on work 
motives, is outlined below, with the categories of needs broadly dari neds,” 
and the statements employed to study the Motivation dimension listed under 
each category. It should be noted that the need statements listed below 
are phrased in comparative terms because of the type of questionnaire 
instructions given to respondents, ~ 

(1) Security Needs: the need for the maintenance of a stable 
environment and for protection from deprivation and threat. 


(a) “Have more assurance that I can remain on this job as long 
as I want to." 


(b) “Have more definite and regular working hours." 


(c) “Have a better social security plan at work (Pension, life 
insurance or health insurance plans)." 


(d) “Have fewer worries, tensions and troubles," 


(e) "Have fewer people to please, being less exposed to criticism." 


1 
These definitions were taken, with minor revisions, from the descrip- 


tion of Maslow's need hierarchy provided by McGregor (1960). 2 The rationale 
for these instructions and the comparative form of phrasing of the statements 
are explained in the Measurement Technique Employed section of this chapter, 
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It can be seen that within this category, the needs for a stable, 
structured and secure environment are tapped by Statements(a) and (b), the 
avoidance of economic deprivation and adversity is reflected in Statement 
(c)and "psychological" security is the concern of Statement(d). The latter 
statement is a rather inclusive one, in the sense that worries and troubles 
could stem from many sources, including the possibility that one might 
lose one's job (statement a) or that one's health and retirement are not 
adequately covered (statement c). Statement(e) reflects the need to avoid 
or reduce the feeling of insecurity in one's job from being "on the spot" 


or under the critical scrutiny of others in the workplace. 


(2) Social Needs: the need for belonging, association and the 
giving and receiving of friendship. 


(a) “Have to deal directly with fewer people in the company 
to get my work done," 


(b) “Have more possibility of treating people as human beings 
rather than as tools of production," 


(c) “Have more possibility of developing close friendships 
at work," 

The statements included within this category are for the most part 
fairly obvious and straightforward reflections of social motivation. Statement 
(a) refers to the need tc accomplish tasks in interaction with others. 
Statements (b) and(c)deal respectively with an awareness and concern for the 


dignity of one's fellow humans, and the need for affectional relationships 


with others. 
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(3) Esteem Needs: the need for Status, recognition and appre- 


ciation from others, 


(a) "Have greater possibility of being appreciated for my 
work,'! 


(b) “Have more possibility of being appreciated for myself 
as a person,'! 


(c) “Have more attractive and pleasant physical work surround- 
ings."' 


(d) "Have more power and authority in my job." 


Again, the statements included within this category are reasonably 
straightforward reflections of one's need for esteem. Needs are expressed 
for esteem and recognition not only for one's contribution or accomplish- 
ment in the work setting (statement a) but also to be considered of value 
and worth as a human being irrespective of accomplishment (statement b). 
Attractive work surroundings is included within the Esteem category because 
in any organization these tend to be, in fact, status symbols and only 
secondarily valued on purely esthetic grounds, The need for power and 
authority is indeed a pervasive and important one, since it reflects a 
recognition of the status of one's position and person -- a rather basic 
dimension of the manager's role in an organization. As such, it could 
perhaps have been included within the Security category, but it was felt 
that it reflected even more strongly the need for esteem in the eyes of 
others. In fact, recent research in the measurement of motivation 
(Veroff, 1958) has provided some evidence that power and the need for 


recognition or esteem are, in fact, highly correlated, 
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(4) Self-Actualization Needs: the need for realizing one's 
potentialities, for continued self-development and for creative endea- 
VOL. 

(a) "Have more opportunities for promotions," 
(b) “Have more efficient work equipment and installations." 


(c) “Opportunity to devote all my energies and personal 
resources to my work," 


(d) "Being given the responsibility (i.e. being held respon- 
sible) for a greater number of important decisions," 


(e) "Have more opportunity to specialize in the job area I 
like best (ieee. accounting, training, purchasing, 
maintenance, assembly operations etc.)." 

(£) “Have more opportunity to train and develop my subordi- 
nates for responsible positions in the company." 

The statements included within this broad and very important need 
category were designed to reflect several different aspects of Self-Actua- 
lization, Statement (c) reflects the notion of the development of one's 
capacities and potentialities through work. The opportunity to attain 
expertise (statement e), to use one’s knowledge and skill to contribute to 
the self-development of others (statement f), and the challenge of important 
responsibilities were seen by the researchers as intrinsic aspects of, and 
basic conditions for, self-fulfillment in work. Opportunity for promotion 
(statement a), one of the most powerful of motivating forces among business 
executives, though certainly bound up with many other needs in the indivi- 
dual, was nevertheless considered a necessary aspect of Self-Actualization, 
since it is widely recognized that more demanding and challenging work, 


and greater opportunity to develop one's skill capacities exists at 
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successively higher levels of the hierarchy in large and important 
business corporations. Promotion was thus considered a major avenue 
(though not the only one) for developing one's skills and potentialities. 
Statement (b) was considered of less importance but was considered worthy 
of inclusion,because in today's technology it would be difficult to 
imagine the full expression of one's talents in work without the adequate 


tools needed for performing one's job effectively. 


Though the scheme outlined above represents the basic framework 
for classifying and grouping needs relevant to work, two additional 
incentives were included in the study because of their general relevance 
to any study of work motivation, namely: ''receive a better salary" and 
"shorter working hours.'' It was considered worthwhile to include these 
two statements which reflect the individual's seeking an "economic pay- 
off", both in money terms (a better salary), and in terms of "return on 
investment" regarding the amount of time expended at work (shorter 
working hours). These two economic motives were included as an addition 
to the major need systems already outlined because their relationship 
to these need systems is, in fact, a tenuous and ambiguous one. The 
research of Herzberg (1959) and his associates indicates that little.or 
nothing is known about the relationship of economic needs such as salary 
to other needs which seek satisfaction in the workplace, and in fact, the 
only reasonably sound conclusion that can be reached regarding money 4s an 
incentive in industry is that it appears to be a “dissatisfier" -- contri- 
buting to low over-all job satisfaction when it is lacking or inadequate, 
but contributing very little to high levels of job satisfaction when it is 


adequate. 
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Having described the classification of needs utilized in this 
study, as well as the statements included within each category of this 
classification, some comments are in order regarding problems in the 
conceptualization of motivation and its measurement, as well as some 
contentious and difficult issues related to the interpretation of the 


data derived in this study. 


The first major problem confronting the researchers was the 
choice of the most appropriate way in which information about the impor- 
tance of the various work motives could be obtained from the managers 
comprising our sample. Two ways present themselves for dealing with 
this problem. The first one consists of having the individual indicate 
the extent to which he wants to satisfy a particular work need. In 
other words, it is possible to have him specify how important he 
personally considers each separate work incentive to be, independently 
of any other one, The second way of approaching this problem is to have 
the individual indicate the extent to which he desires the satisfaction 
of each work motive in relation to the satisfaction of other work 
motives, that is, to have him specify how important a work motive is 
to him personally in relation to other work motives. Though the first 
method is used rather extensively, in the opinion of the researchers, 
the second one was considered clearly superior for reasons which will 


now be discussed, 


The first method, in asking the individual to consider the 
importance of each motive taken singly, does not provide that individual 


with a realistic frame of reference for gauging his true feelings with 
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respect to the extent to which he wishes to satisfy each of these needs 
in the workplace, in short, with respect to their true importance to 

him. It is safe to say that all of the work motives included in the 
present study are important to satisfy in an absolute sense. It is 
difficult, for example, to conceive of anyone not wanting, as such, 

in an ideal setting, to "have the possibility of developing close 
friendships at work", or not desiring "fewer worries, tensions and 
troubles", or not considering as highly important "being given the 
responsibility for a greater number of important decisions". In an 
absolute sense or from an ideal point of view, then, all or most of 

these twenty work motives would likely be viewed as highly important 

by the majority of people. They would certainly attempt to satisfy each 
and everyone of them in their daily life if only they could, and when 
presenting these work incentives to them singly, in isolation from each 
other, they would in all likelihood indicate that, from this abstract and 
ideal viewpoint, most if not all of these incentives are very important 
to them, Indeed, it is most human for an individual to want to "have his 
cake and eat it too", and this specific approach of asking people to 
determine how important a given incentive is,without concomitantly urging 
him to evaluate that incentive in relation to many other generally import- 
ant work motives, very strongly encourages him to give that particular 


type of unrealistic response, 


The fact of the matter is that, in real life, an individual can 
never satisfactorily meet all work needs in any given setting. Situation- 


al factors always impose limitations on the number and kinds of incentives 
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that an individual can strive for. These constraints constantly force 
people to make a specific choice between the satisfaction of one work 
need over another, to compromise, to even compensate by pursuing more 
strongly than would ideally be the case a particular incentive because, 
in a specific situation, another highly valued incentive per se is 
unattainable, Thus an individual might ideally consider promotion and 
salary of the utmost importance, yet, in contrasting the two, strongly 
favour the latter simply because the former is virtually unattainable 


in real life. 


Actually, many needs are to some extent incompatible, the satis- 
faction of some preventing to a certain degree the satisfaction of others. 
To use an example previously discussed, it is in all probability not 
possible to satisfy the need for gaining "more responsibility for a 
greater number of important decisions in work", yet at the same time have 
"fewer worries, tensions and troubles", since in business life, greater 
responsibility certainly tends automatically to bring more tension. Nor 
for that matter would it be likely to gain more responsibility and at the 
same time fully satisfy the need for security, such as expressed by the 
desire to "remain on this job as I want to", since greater responsibility 
involves greater risks and potential threat to one's position in the 
company, Thus, though the individual ideally may wish to satisfy all needs 
in the workplace, reality, as frustrating as this may be, dictates that 


this is most unlikely if not impossible to achieve, 


To describe all of the complex interrelationships that are involved 
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in a study of work motivation would be beyond the scope of this research 
project. Suffice it to say that most, if not all, of the needs dealt 
with in this study, are, as such, highly important to the majority of 
people, all things being equal, As we have seen, however, all things 
are never actually equal. Thus, to have the individual consider work 
motives or incentives as separate entities in themselves, that is, in 

an absolute way, without simultaneously having in mind the attractiveness 
of other incentives, introduces elements of distortion which could 
seriously bias the results of such a study as this one. This problem 
would occur for the simple reason that the individual is being asked 

to express a judgment which is not consistent with the way in which he 


actually functions in his everyday life at work. 


A more meaningful and realistic frame of reference is therefore 
provided when an individual is required to judge incentives in relation 
to each other rather than separately. To present them separately would 
very likely result in very small differences being shown in the importance 
an individual attaches to the satisfaction of these motives, a fact which, 
as we have seen, does not correspond to reality. The research results 
yielded by the use of a comparative procedure, more specifically the 
paired=comparison technique, would more clearly reveal differences in the 
importance the individual attaches to the satisfaction of work needs (if 
differences do in fact exist) because,by the very nature of the method, 
it requires him to make finer and more realistic discriminations in 


judgment. 
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Having dealt with the problem of choosing the most appropriate 
and realistic frame of reference by which managers would indicate the 
relative importance of the work motives investigated in this study, 
the next problem facing the researchers was the selection of the 
"benchmark" or basis for judgment in comparing these motives. It was 
deemed crucial to provide a benchmark which would have the same meaning 
to all the managers included in the study, so that their work motives 


could be compared on a common base, 


While it would have been possible to have these individuals 
compare work motives in a general way, that is, to indicate the general 
importance of these motives relative to each other, this would,of course, 
have left open the problem that many different benchmarks for judging 
their importance would likely have been used among managers included in 
our study, so that it would have made meaningful contrasts between groups 
of these managers that much more difficult to make. For example, some 
managers might have used as a basis of judgment some past job which they 
had enjoyed, others might have used their job at some future time as the 
judgment reference, and so on, Besides, our interest was not actually 
in the general feelings of individuals with regard to the importance of 
work motives, but in their responses to these motives within the specific 
context of the industrial setting in which they are actively and presently 
engaged. As a result, it was felt that a consideration of these motives 
in relation to the individual's present job would constitute the most 
realistic basis for him to judge the relative importance or attractiveness 


of work incentives. Indeed, by focusing on one's present job a most 


| ae” GT. wa 

eratsqorgga deem ai gntsoords 30 m a 5 doe 
oii *adipees lla abn lilctale 2 2, a 
seiuae Ano beseathuemes serkzomition oft, 36 someting 


93 Yo gortz01e2 odd saw axororseee? oft gntoat mol a ape nt el 


asw 31 .e#eviseom eases gnitaqmoo mt Jtaempbut 102 aiesd 10 "ar hor ite. 


—_ - ee 


aninsem sess of) sved bigow doidw s1amdonsd s obtverg o% Istouta bemesb | 


= 
eevijom drov sivd) Jad? o8 ,ybuse ef2 at bsbulont erogansm edd Ls of 
se2ad commo> 8 no bexeqmoo ed bisoo 


} | Pussy Ge 
afaubivibar saedd evad ot sidteeoq need evad bluow 31 slidW 


igvane, sia stsoibar oc ,et jadi ,yew issensg « al aeviszom sow peace 
(887609 lorbluow aids ,1erto rose o3 evitalsy asvizom seeds Yo eons 10qmi 
_aaigbe( tol attawioned 3nete32ib yasm jars maidotq arid nego $201 sved 
- bottont sisgeaam snoma beeu nsved ovad yisdtl blwow sonasszoqmt shed 
aqvoin asewisd 2Jestino2 loageineen ebsea sve bluow 3: 3ad3 o8 .ybuge awo 
emee ,Sigmaxs.107 .olam og Hiyok2Beb 970m foum Jad? elesensm seedi to 
yond dotdw dot Jesq atime Inewebvt to etead a en beeu evad Jayla a7 9qa0em 
$43 28 smi3 5iv30) over 3s dof ated? beau svad Jigin 21enj0 .bevoinas bad 
vilaugoa Jon 2sav Jastetni ayo ,esblesf ao o2 bna <820e7e191 Inemgbut 
6 sanaJitoqgmi af2 o3 basgeat dilw alaybivibat ze egniies} lszonog edi ot 
otizsage std ninsie soiisan aaens of peemogea ated ai sud <«29Vizom Anow 


tidas@eig Sos visviios sya yeda dotiw ot gntacee lalyteubat adi io ax 


rav 420m g2ei2 Io noljarebieno> | Jada Jie. agw 3t etivest a aA. 
Jaom sit siusisanos binew oj sezesg 2'laubivibat ors od apts 
#@enevison1336 40 sonalzoqml svitelss og sgbuf of mid xot ete a: 


Jeom # dol Jasew:q 2'sne so gatavsot vd ,hwebal -eevisason 


e 520 « 


concrete and vital benchmark for judging the importance of incentives 
is provided, since one's job is undoubtedly the most important and 
relevant aspect of the work environment for any individual. It was 
also felt to be the most comparable or common base upon which to 
contrast the work motive patterns of managers. The fact that they 

held different jobs was not considered to be of consequence since the 
ethnic group comparisons were to be made between individuals who worked 
for the same company and who were also part of the same management level 
of that company. It would therefore be expected that the array of jobs 
would be fairly similar for each ethnic group, and that the specific 
functions or responsibilities associated with their jobs would vary 


little from one ethnic group to the other. 


The approach taken in this study then, was to "anchor" the 
statements of needs presented previously in this chapter to the indivi- 
dual*s own job, and to employ a questionnaire format in which the indivi- 
dual is asked to specify in which way he would change his job (if this 
were possible) in order to provide him with more of the kind of incentive 
he desired. : For example, if an individual manager indicated that he 


would prefer to change his job in a way which would provide him with 


l 
The specific wording of the questionnaire directions can be found on 
page 2 of Appendix Q and is explained more fully in the Measurement Techniques 
Employed section which follows in this chapter. We are indebted to King (1957) 
for his permission to use this type of format and also for some of the need 
statements derived from his study. 


dav itadstit Yo" Prine - oo 
bas dnsttoqat teow sd3- valet te" 
ew at <Satibcilas” Gant Secs ans Saeeer veqen 
63 dotdw qoqu seed nommoo Yo eldateqmos te0m ery sd 0d let 6 
vot tad Jon} oAT .etegenem Yo 2aTeT3aq evisom Atrow’ edd” 


» 
7 : 
q 7 
A ‘ 4 
_—. * 


edt santa esmeupserao to od ot berebtenos Jou eaw edot sne7tet2tb"Bied — 


re 


baxzow ofw elavhivibnt newied sham sd oJ etew enoaiieqmoo quorg stedse 

Jovel Jnomsgadam emaz odd to Jzaq ocis staw odw baa yraqaod smae eile . 

edof to yatxs aa tad? bedceqes od etoletadd blow at oynaquon tans io 
ottioege ofa aedd boo ,.quere sind3s doses 103 telimte visis? od ninow 
vasv biaow edot tieds dirw bedelooses eetsilidisnoqas: to anokjonut 


wn ae » 


toto adj of quotg stndie sno morl slash 


aqz “tadons" oF saw ,nord ybede afd? ni node? dososcqs sAtT al 
-ivibat sf9 of wedqatla aida o) ylavolverq beineesxq eboon Yo ainomesate 
-tveboi oft dobttw at Jomrod STs panotsaaup & Yolqws ot bas ,dof nwo 2*laub 
atdg 25} doi eff epnade binow af vow dotdw ak yitosqe o9 bedes at Laub 
awitnesni 36 bila sit Yo stom datw add ebivorq oF sabro at (eldiseoq eisw 
of 2nd3 boleotbnl tegatsa Isubivibat az 2 Siqaaxs yo! : ebettéebh on 


ajtw aiid shivorg biyow doltiw yey a nt dol etd sense o3 rsteiq bidsow 


uJ 

no Squod ac ooo anokloeubb) stltann6i3¢sup eft 20 gnibtow ztiteega sdT 

esupiarssT Jnoupiwess ofS mk vyiluk ovoar hentalgxe at bas 9 xkbasqgé 30 S pgat 

CVG!) gatk ou boddelwt oan oW  saetgedo abi ob awollol dotdw sokjose ads ot qa 
been sit to smoe ToT sels bas Jem? Jo-e9gq7 ald? sew o7 notes ek 

ovbute aid mot? bevivaeb e531 


ine, a >? Va ee 


- 521 « 


"more power and authority" over all of the other nineteen possible changes 
offered him, then this was taken to mean that this incentive was to him 

the most important one of all. If he indicated that he would prefer to 
change his job so that he would have "fewer worries, tensions and troubles'', 
and this change was preferred over all other changes except for "more power 
and authority", then this would indicate that "fewer worries, tensions and 
troubles" was the second most important incentive to him, and so on through 


the twenty incentives included in the study. 


The question might arise as to why the respondent was asked what 
changes between two incentives he would prefer if he could make such a 
choice,rather than to have him simply specify which of these incentives 
were more important to him in his job. One distinct advantage lies in 
the fact that it is an indirect way of asking him to express his personal 
opinion of the importance of job incentives, thereby substantially reducing 
the effect of the tendency which all (or most) individuals have to give 
"“socially-desirable'"' or "respectable" answers to questions concerning such 
matters as work incentives, rather than to express their true feelings with 


regard to them. 


It is indeed well known in the field of attitude measurement that 
this tendency on the part of people to respond in the socially-desirable 
way is extremely widespread, and presents a problem for any type of ques- 
tionnaire format. Thus, there existed the danger that an individual, if 
asked directly which of a number of incentives was most important to him, 


would choose statements which are generally recognized as socially-sanctioned 
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ones, such as for example, "Have more opportunity to devote all my 
energies and personal resources to my work", and to avoid choosing 
those which would be least socially-approved (at least, in management 
circles), such as "Have shorter working hours", That is, he would tend 
to choose or avoid choosing these types of statements regardless of how 
he truly felt about them. Thus, asking an individual such questions 
in an indirect manner, and inferring from his responses the degree of 
importance he attaches to these incentives in terms of the kinds of 
changes he desires, serves as a distractor to a conformist mental set, 
thereby minimizing the chances that he will give a more, or less 


socially-attractive response, 


An additional precaution which was utilized to further minimize 
the effects of this particular type of distortion was to introduce the 
incentives by clearly specifying in the instructions to the questionnaire 
that,although the manager is required to judge which incentives are more 
important to him than other ones, all of these incentives are in fact 
important at all levels of management. More specifically, the introduc- 
tory instructions read: "A number of job characteristics which are import- 
ant to people at all levels of management have been identified. Some of 
these job characteristics will be more important to you than others. We 
would like to know which ones you presently consider more important and 
which ones you presently consider less important to youe” In this way, 
the individual is provided with a frame of reference which views all 
twenty incentives as being "desirable" for those in management positions 


like himself, thereby encouraging him to choose them according to his own 
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preference, since in a sense they are all socially-approved. 


Finally, it was felt that the comparative form of the presenta- 
tion of the incentive statements in itself would reduce the distorting 
effects of social desirability. When every incentive is judged in 
relation to every other one, it would be difficult for the manager to 
consistently bias his responses in the direction of a socially-desirable 
or acceptable way, since he would have to do so over nineteen comparisons 
for every motive, a factor which he would not have had to contend with 
had he dealt with each motive as a separate entity. In addition, many 
incentives would be perceived to be of equal or approximately equal 
desirability, but he would still be forced to choose the more important 
of the two with the comparative approach. Despite the advantages of the 
method and format of the present study for reducing the effects of social 
desirability, it is well to remember that no procedure exists in the field 
of attitude measurement for completely eliminating this distorting factor, 
However it was felt by the researchers that the format employed here was 
the best that could have been used to counteract this type of response 


bias. 


It should be pointed out that asking an individual in what way 
he would prefer to change his job (rather than to have him specify what 
incentives were important to him in this context), was not done solely 
to minimize the effects of social desirability. Another important reason 
for the use of this format is the fact that it provides a truer picture 


of current incentives actually pursued by individuals in the industrial 
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setting. Thus, when the individual indicates that he prefers a change 

in his job that would provide him with more of a certain work incentive, 
this indicates that he considers this need to be important to satisfy 
within the context of the present work setting. In other words, even 

if in theory or ideally, other incentives might be more important to 

him, one must infer that they are not in the immediate scope of the 
present situation, and therefore not the salient ones for a truly adequate 


understanding of his behaviour as a manager in that industrial organization. 


It is important to realize then, that this kind of data does not 
provide any precise indication as to why an individual ranks the work 
incentives in a particular way. For example, if an individual manager 
ranks more power and authority as the most important one to him (that 
is, chooses it over all of the other nineteen motives), and places more 
responsibility fourth in order of importance, there is no clear way of 
determining his reason for ordering these motives in this specific way. 
Indeed this fact is recognized specifically in the Motivation Question- 
naire instructions (see page 2 of appendix Q ), which state: "If you 
feel that in your job, it would be more important to you to receive a 
better salary than to have shorter working hours, regardless of what the 
reason might be, then you would put an "X'' next to the statement "Receive 


a better salary", as shown below," 


It could be that he chose authority first and responsibility 
fourth in order of importance because of the fact that, objectively 


speaking, he lacks an adequate amount of authority in his management 
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position to carry out his duties effectively, and he therefore wants 
this factor more than any other one, including more responsibility. 

Or, alternatively, he may attach more importance to power than to 
increased responsibility because his need for this incentive is strong 
irrespective of the amount of power he presently has in his job. There 
are many other possible reasons which would account for this particular 
ordering of incentives, for example, it might be that in general, an 
individual has a stronger need for more responsibility than for more 
power in his job, but in the specific work situation in which he is 
engaged, this need for responsibility is fully satisfied (while his 
need for power is not), and therefore, responsibility is less urgent 

or important at this particular time in this specific situation. Stiil 
further, it could be that while his need for responsibility is ideally 
strongest of all, opportunities to satisfy it are relatively unattain- 
able, such as might be the case in an organization which delegates very 
little responsibility to certain of its managers. As a result, he is 
compensating by developing an extremely strong need for power and autho- 


rity, relegating his need for more responsibility to a secondary position. 


In point of fact, the reason why a particular motive is consi- 
dered important or relatively unimportant to satisfy in a specific work 
situation for a specific individual is not the concern of this research 
study. What is of primary concern are the incentive preferences of groups 
of managers covering a number of companies and organizational levels 
within them. Suppose, for example, that it was found that among manage-~ 


ment members of one ethnic group at one level in a single organization 
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power and authority was ranked as the most important motive to satisfy. 
The likelihood that this strong preference was the result of the fact 
that this group as a whole was systematically deprived by the organiza- 
tion of adequate power, though certainly possible, nevertheless would 


not be highly probable. 


If, in addition, this strong attraction to power were charac- 
teristic of the same ethnic group at all three management levels, the 
possibility that this striving reflected an objective lack of power 
possessed in their job would be less probable, since few if any organ- 
izations would withhold authority to this extent from a large proportion 
of its management staff. In this situation, there would be some evidence 
indeed that this uniformly strong desire for power would reflect a 
striving characteristic of members of this culture. However, if this 
strong desire for power were characteristic of managers of one ethnic 
group over all levels of both Non-Service and Service organizations, 
then the evidence that power was a strong and inherent motive for members 
of that culture within the industrial milieu would be a powerful one 
indeed, since it is inconceivable that a specific situational factor 
accounting for the attraction to this incentive would be consistent 
across all levels of all companies. The trend of results over all levels 
and companies constitutesthe primary interest of the researchers for the 
study of work motivation then, since it is from such over-all trends 
that truly cultural differences between the two groups are revealed. 
Therefore, the fact that the results do not provide precise information 


about the reasons underlying the relative importance individuals attach 
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to the twenty work motives, does not detract from the significance 
of large differences between the two ethnic groups in their work 


motivation. 


Measurement Techniques Employed 

The questionnaire utilized in the study of Motivation is 
shown in Appendix Q pages 2-8 and 51-57. The reader will note that the 
paired comparison format used previously in the Goal Evaluation part 
of the study of Organization Goals (See chapter IV, pages 108 to 110) 
has again been employed here, but in the Motivation study, the complete 
(rather than the partial) paired comparison system has been utilized. As 
discussed at some length in Chapter IV, the complete paired comparison 
system has the distinct advantage of forcing the individual to compare 
every incentive statement with every other one, thereby providing a 
simulation of the kind of real-life choices actually made by business 
leaders in contemplating changes to be introduced in jobs, and providing 
as well relatively precise information, As indicated in the Instructions, 
the individual manager is asked to choose between each of these 
incentives, pair by pair on the basis of which aspect of his job he 
would like to have changed (eege, better salary, more opportunities for 


promotion, etce)o 


It should be noted here that, of the total of twenty incentive 
statements employed in the study, fourteen were included in Questionnaire I, 


Part I of the Questionnaire booklet, and six were included in 
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Questionnaire 9, Part II of the booklet. As indicated in Chapter III, 
page 82, the fourteen shown in Questionnaire I were considered to be 
the most important incentives, while the six included in Part II were 
considered somewhat less important and were included in the hope that 
enough managers would complete the whole Questionnaire Booklet to 
warrant their use in evaluating the work motive patterns of each ethnic 
group. Thus, in Questionnaire I, a total of ninety-one comparisons or 
choices are made, This constitutes a complete pairing of the first 
fourteen statements (A to N inclusive). Questionnaire 9 presents a 
comparison of each of the six latter statements (O to T inclusive) with 
each of the fourteen former ones as well as among themselves for a total 
of ninety-nine choices, See page 534 for a complete List of these twenty 


statements with their corresponding letters, 


The next step is to examine the method employed to derive 
indices which would indicate quantitatively the choices of the two ethnic 
groups and show the pattern of differences between them in work motiva- 
tion. Substantially the same method was employed here as that used in the 
Goal Comparison part of the study of Organizational Goals (chapter IV, 
pages 119 to 120). Briefly, the number of times that a particular 
incentive was chosen over the others by an individual was computed for 
each individual. Thus, each of the twenty incentives? received a score, 


for each manager, varying from 0 to 19 depending upon the number of times 


i The reason why the analysis of results is based on a comparison of 
twenty rather than fourteen statements is given in the Research Results 
section of this chapter, page 53l. 
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a particular incentive was preferred to the nineteen other ones by a 
manager. For the analysis of the data, managers were divided into ten 
sub-groups as shown in Table 7 on page 560, the basic unit being an 
ethnic group (French or English Canadian) of a particular management 
level within a specified type of organization (service, non-service). 
For each of the ten ethnic sub-groups, the main number of times that a 
particular incentive was chosen over the other incentives was computed 
(the total number of choices divided by the number of managers within a 


group). This procedure was repeated for each of the twenty incentives. 


These means of number of preferences for each of the twenty 
incentives were then rank ordered separately for each ethnic group, with 
the incentive statement receiving the largest mean (or average) number of 
choices ranked first, the second largest mean ranked second, and so on 


through all of the twenty incentives, 


For each management level of Service and Non- Service organiza- 
tions, the two sets of rank orders of the twenty incentive statements, 
one set representing the way in which the average French Canadian manager 
ranked in order of relative importance to him the twenty incentives, the 
other set representing the average English Canadian ranking, were then 
intercorrelated, using the tau coefficient of correlation.! This was done 
in order to show quantitatively the extent to which the two ethnic groups 
would rank the twenty statements similarly or differently, and therefore 
to learn the extent of differences in their preference of work 


incentives, if, in fact, any differences were to be found. 


A For a discussion of this statistic, see Appendix A page 6, 
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In addition to computing tau correlation coefficients, the sign 
test | was applied to the results for each work incentive shown in Table 7 
in order to determine whether any trend of rank differences found between 
the two ethnic groups was a significant one, Indeed, as discussed in 
previous chapters, if a rank difference between the two ethnic groups for 
a given motive is truly a cultural one, one would expect to find this 
difference (a difference in the same direction) to exist independently of 
level of management or organization type, that is, be present in all or 


most ethnic comparisons made, 


Finally, for each incentive, an index was developed to reflect 
the magnitude of any existing rank difference trend. This index is the 
algebraic sum of the rank differences for each of the five level groupings 
presented in Table 7 (levels 1 and 2 of non-service organizations, levels l 
and 2 of service organizations, and level 3 of non-service and service 
organizations combined). In order to best reflect the over-all trend, any 
rank difference that was contrary to this trend was given a minus sign and 
the over-all trend index consisted in an algebraic sum of these differences. 
For example, it can be seen by referring to Table 7 that Statement J has an 
index of 20. There are rank differences in all five ethnic comparisons 
and all of the differences are in the same direction (French Canadian 
managers giving a higher rank than English Canadian managers). The index 
in this case consists in simply adding the existing differences, 


6+3+6+3+2, for a total of 20. On the other hand, the trend index for 


For a discussion of this statistic, see Appendix A page 3, 
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Statement T is 6. In four of the five ethnic comparisons, French Canadian 
managers rank this motive higher than do English Canadian managers. In 
these four comparisons, the total rank difference is 7. In one instance, 
at level 2 of Non-Service organizations, English Canadian managers 
attribute a higher rank to this incentive, the rank difference being equal 
to l. The difference trend index therefore becomes the algebraic sum of 
these rank differences, that is, 2+2+2+l-l, for a total of 6. To give 
another example, Statement 1 receives a difference trend index of 0 
because in four comparisons there are differences between the two groups 
of one rank, two of these differences being in the direction of English 
Canadian managers giving higher priority to this motive while the two other 
differences are in the opposite direction, that is, in the direction of 


French Canadian managers giving higher priority to that particular motive. 
Research Results 


As mentioned earlier, fourteen statements were included in Part I 
of the Questionnaire Booklet and the six others in Part Il. This was done 
as a precautionary measure in the event that an insufficient number of 
managers could complete the whole Questionnaire Booklet. As it turned out, 
a sufficiently large number of managers succeeded in answering all of the 
questions in the Questionnaire Booklet to warrant a complete analysis of 
work motivation based on all twenty incentives rather than be limited to a 


partial analysis based on only fourteen statements. 


Table 1 presents a comparison of the number of managers of each 
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Table 6,1 = Numbers of French Canadian (FC) and English Canadian (EC) 
Managers, shown by Company (C) and bv Organizational levels (L) 
within Companies who answered only Part T, and those who answered 


both Parts I and TI of the Questionnaire Booklet. 


1 2 3 
: * kk 
Cc, FC fl (109) 54 Cao) ae 
Cy ECR ( 81) 63 ( 86) 81 
| 
| 
C4 FC (129) 109 (81) 77 
| 
C, EC : ( 86) 14 orc ae 
c | 
10 FC ¢ 74) 66 Crete: a0 
Ci5 EC | (126) 99 ae 8 ee 
| 
Cc, FC (153) 143 CRA 107 (6) ane 
Cy ee .f15l) 13 (172) 167 Co) es 
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Cs FC} (149) 134 (44) 41 
Ges Ec} (255) 130 (94) 85 
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C4 FC | (308) 290 (247) 236 Cg) ee 
Cy EC | ( 81) 69 (112) 104 ( 28)00634 
FC ' o s 7 a 
ys OG (opr. pe 
| 
areas. 10, 5 7 | ‘, , bs fs (103) 100 


The numbers in parentheses refer to the number of managers who 
answered part I of the questionnaire booklet, thus providing data for 
the first fourteen statements onlye The numbers outside the 
parentheses refer. to the number of managers who answered both parts 
of the questionnaire booklet, thus providing date for all twenty 
statementSe 
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ethnic group within each management level of each company who answered 
both parts of the questionnaire (thus providing information on all twenty 
incentives) to those who completed Part I only (thus providing information 
on only fourteen incentives). It can be seen that at levels 2 and 3 of 
management, the differences are virtually negligible. Although the level 1 
difference in number is quite large for companies 1 (F.eC.), 4 (E.C.) and 

5 (E.C.), the number of managers who completed the comparison of all 
twenty statements is nevertheless sufficiently large to provide meaningful 
results. In one instance, however, (company 3, E.C.) the number was too 
small to accept results with any assurance that they would represent, at 
least to some extent, the relative rankings of the eighty-six managers, 


had they had the time to answer all questions. 


Since this occurred in only one of the thirty groups, it was 
decided to consider the analysis using the results based on all twenty 
statements, considering that the additional information obtained by far 
outweighed any small bias that could be introduced by the reduction in 
sample size, even in this one case (company 3, E.C.)ot For the reader's 
convenience, the twenty statements are reproduced below along with the 
letter used to represent each of them in the tables which follow in this 


sections 


1 To determine the extent to which the results could be biased by 
including the fourteen E.C. managers of company 3, a tau correlation 
coefficient was computed between the average ranks given by members of 
the small group (14) and members of the large group (86) for the fourteen 
statements that were common to both groups. The tau correlation was found 
to be .80, thereby providing good evidence to the effect that, for all 
practical purposes, no distortions were introduced by analyzing the results 
found in the twenty statements using a reduced sample. 
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"Receive a better salary," 
"Have shorter working hours,'! 
“Have more opportunity for promotions," 


"Have more assurance that I can remain on this job as long as I 
want to." 


"Have more definite and regular working hours," 


"Have more possibility of treating people as human beings, rather 
than as tools of production," 


"Have greater possibility of being appreciated for my work." 


"Have a better social security plan at work (pension, life 
insurance or health insurance plans). 


"Being given the responsibility (ieee, being held responsible) for 
a greater number of important decisions." 


"Have more power and authority in my job." 

"Have fewer people to please, being less exposed to criticism." 
"Have fewer worries, tensions and troubles," 

“Have more attractive and pleasant physical work surroundings." 


"Have more opportunity to devote all my energies and personal 
resources to my work," 


"Have greater possibility of developing close friendships at work," 
"Have more efficient work equipment and installations," 


"Have to deal directly with fewer people in the company to get 
my work done,'"' 


"Have more possibility of being appreciated for myself, as a person." 


“Have more opportunity to train and develop my subordinates for 
responsible positions in the company." 


“Have more opportunity to specialize in the job area I like best 
(ieee, accounting, training, purchasing, maintenance, assembly 
operations, etCee). 
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The analysis and interpretation of the research findings will 
be conducted in two phases, First, an analysis will be made of rank order 
differences between the two ethnic groups on the twenty motives by type 
of organization (non-service and service), and by level of responsibility 
in each in order to determine differences between the two groups in 
particular types of organizations and/or levels of management within 
these types. Relatively large differences between the two groups (rank 
order differences of 2 or more) will be the major focus of interest, 
rather than small differences (rank order difference of 1 or less). 
Secondly, an analysis will be made of trends of differences which occur 
across types of organizations and levels, so that information will be 
provided with respect to broad cultural differences between the two groups 
in their rank orderings of the importance of the twenty work motives, The 
major focus of interest in this second or summary phase of the analysis 
will thus be upon those work motives which differentiate the two groups 
by large and important amounts as indicated by the magnitude of the 
difference trend index, as well as by the statistical significance of the 


sign test. 


Let us turn first then to the analysis of ranks for each level 
in Non-Service and Service organizations. These data are contained in 
Tables 2 through 6. It can be seen by inspection of these tables that,in 
each, the motive statements are listed by letter designation, with the 
corresponding rank order (1 to 20) assigned by French Canadian and English 


Canadian managers and the difference between these ranks shown for each of 
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the motives, 


The data for level 1 of Non-Service organizations are presented 
in Table 2. Before describing the major differences found, it should be 
noted that the tau correlation between the French Canadian and English 
Canadian rank orders over the twenty motives was found to be ,.80, 
indicating an over-all high level of agreement between the two groups in 
the relative importance they attach to these work motives. This general 
agreement is further illustrated by the fact that the two groups agree 
on the most important work motive, C, (Have more opportunity for 
promotions), and in fact, agree with respect to four of the five most 
important motives, namely: A (salary), C (promotions), I (responsibility) 
amd T (job specialization). In addition, the two groups agree on what 
motives are lowest in terms of importance or priority namely: B (hours), 
E (definite and regular hours), K (being exposed to criticism), M 


(surroundings), and O (friendships at work). 


It is interesting to note however, that differences between the 
two ethnic groups did occur despite the rather high over-all agreement. 
As can be seen in Table 2, the largest difference occurs with respect 
to incentive J (power and authority), the difference being one of six 
ranks. This wide disparity between English Canadian and French Canadian 
managers is further illustrated by the fact that,while French Canadian 
managers placed it among the top five motives, English Canadian managers 
placed it much lower in order of importance -- in ninth place. Thus, 


French Canadian managers very definitely express the desire for power 
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Table 6.2 = Priority Rankings of Twenty Work Motivations by French 
Canadians and English Canadians at Level One of Management 


in Non-Service Organizations, 


ed 


Motivetions French Canadians English Canadiens Difference 
Rank Rank 
A 5 2 3 
B 18 20 Z 
Cc 1 1 9) 
D 10 13 3 
E 20 18 2 
F 7 3 2 
G 6 7 l 
H 9 8 1 
I 4 3 1 
J 3 a 6 
K 1) 19 0 
L 14 15 1 
M iS 17 2 
N Le 10 1 
6) 17 16 1 
‘4 12 tt 1 
Q 16 14 2 
R 13 LZ 1 
Ss 8 6 2 
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and authority to a much greater extent than do English Canadian managers 


at the same level of responsibility in Non-Service organizations. 


This large difference could be due to the fact that, object- 
ively speaking, French Canadian managers do not possess a degree of 
authority to the extent that English Canadian managers do in the work- 
place, or it could be a reflection of the greater importance French 
Canadians, as an ethnic group, attach to the possession of authority, 
irrespective of how much, comparatively speaking, they presently have 
in their jobs, The problem of determining the extent to which a differ- 
ence between the two ethnic groups can be attributed to objective situa- 
tional factors or interpreted as a real cultural difference arises, of 
course, with respect to any large disparity revealed in each of the level 
comparisons of both the Non-Service and Service organizations. It is 
only when an analysis of the over-all trend of results is presented 
later in this chapter that it will be possible to determine whether the 
cause is internal or external to the manager, whether or not differences 
constitute strong cultural characteristics, those which extend beyond 
any objective lack of power (or other incentive) possessed by either 
group in specific companies. With respect to the disparity between the 
two groups in the importance they attach to power and authority however, 
it is unlikely that the three separate organizations included in the 
Non-Service grouping would contain the same situational factor that 
would deprive French Canadians of authority more than it would English 
Canadian managers. In view of this, our hypothesis would be that the 


difference in the desire for more of this incentive represents a cultural 
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difference, It is not possible however, to confirm this hypothesis until 
the data in Table 7 are interpreted, The main interest in the analysis of 
the findings in Tables 2 through 6 then, is simply to describe and highlight 
contrasts between the two ethnic groups at various management levels of 
Non-Service and Service organizations. Whether or not these differences can 
be interpreted as cultural ones is a problem which will be reserved for an 


interpretation of the data in Table 7» 


Indeed, as previously stated in this chapter (page 526), it becomes 
more probable that differences can be attributed to culture as one finds 
these differences to be consistent at increasing numbers cf management levels 
and types of organizations, In this study, should one find consistent dif- 
ferences between the two ethnic groups at all three levels of management in 
the seven companies representing both Service and NoneService organizations, 
which is the type of analysis conducted with the cata of Table 7, the probe 
ability that these differences would be due to situational factors is 


virtually nil, 


Examining further the data in Table 2, it can be seen that dif- 
ferences of the next highest magnitude occur with respect to incentives A 
(salery) and D (job tenure), both of which show differences of three rank 
orders. As the reader can see by the direction of these two relatively large 
differences, English Canadian managers at the lower level of the hierarchy 
attach greater importance to remuneration than do French Canadian man- 
agers at this lower level, On the other hand, French Canadian managers 


are more attracted than their English Canadian colleagues to the job tenure 
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aspect of the security need system. Differences between the two ethnic 
groups of two rank orders occur with respect to seven of the incentives, 
Among these differences, is worth noting that the French Canadian mane 
agement group et this first level of responsibility gives more weight than 
do English Canadian managers to incentives B (shorter hours), M (pleasant 
physical surroundings), and T (job specialization), while the English 
Canadian managers attach more importance to incentives E (definite and 
regular hours), F (treating people as human beings), Q (dealing with 


fewer people to get work done), and S (training of subordinates). 


It was considered that dynamically speaking, the motives of major 
importance to the managers would be those they rank among the top five 
in order of priority, while the motives of minor or less significant 
importance to them would be those which were ranked among the lowest five 
of the twenty included in the study. It is of interest to note in this 
context that in addition to the very wide divergence between the two 
groups in the striving they have for power and authority, English Canadian 
managers consider the treatment of people as human beings (statement F) 
among the motives of major importance to them, while the French Canadian 


group consider this of less importanceés 


To summarize the major findings in terms of the need systems 
outlined earlier in this chapter, the most salient of these differences 
occur in Esteem Needs: French Canadian managers striving much more for 


power and authority in their jobs and to some degree, wanting more 
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attractive and pleasant physical work surroundings than do English 
Canadian managers. It is interesting to note that the other important 
differences range widely across all of the other need. systems, two to 

a system, one of which is more important to the English Canadian group, 
the other being more important to the French Canadian group. Specifi- 
cally, with regard to Security Needs, while French Canadian managers 

put more emphasis on job tenure than do English Canadian managers, 

the latter are more oriented toward obtaining definite and regular 
working hours than the former. The two groups are not looking for the 
same things in terms of an economic pay-off to the same degree. Although 
both groups consider salary as being major wants, English Canadians are 
more strongly oriented toward this economic incentive. On the other 
hand, though both groups consider shorter working hours as being minor 

in their need hierarchies, French Canadian managersconsider it to be 

of somewhat more importance than do English Canadian managers. In terms 
of Self-Actualization Needs, French Canadian managers attach more import- 
ance to specializing in a specific job area, whereas English Canadian 
managers desire more strongly to develop subordinates than do their 


French Canadian peers. 


Finally, while English Canadian managers wish to deal with 
fewer people in the accomplishment of their tasks, they nevertheless 
manifest a need to treat people as human beings to a somewhat preater 


extent than do their French Canadian counterparts. 


Turning next to a comparison of the two ethnic groups in the 
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middle level of management in the Non-Service organizations, the tau 
correlation between the rankings of incentives was found to be even 
higher (.86) than that found at the first level of management in this 
group of organizations (.80, as previously noted). Examining the 
comparisons in Table 3, it can be seen that the high agreement in the 
importance the two groups attach to the total of twenty work incentives 
is reflected by the fact that in only four instances are there rank 
differences of large magnitude, while the two groups agree perfectly 
on the priority of eight of the incentives. (In contrast, there are 
large differences between the two groups on ten of the incentives, 
and zero rank differences in only two instances for level 1 of the 


Non-Service grouping, as shown in Table 2). 


It can be seen that the two groups show complete agreement 
on the importance of the top three incentives: I (responsibility), 
C (promotions), and S (development of subordinates). In addition, 
both ethnic groups also place A (salary) within the top five in import- 
ance. Thus, considerable agreement exists between the two ethnic groups 
on the motives of major importance to them. Among the bottom five in 
importance, those incentives considered of minor importance to attain, 
both groups again substantially agree, with perfect agreement on the 
lowest two, E (definite and regular hours), B (shorter hours), and 


close agreement on K (less exposure to criticism). 


The differences in motivation between the two groups which 


do show up are confined to incentives D (job tenure), J (power and 
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Table 6,3 » Priority Rankings of Twenty Work Motivations by French 
Canadians and English Canadians at Level Two of Management 


in NoneService Organizationse 


Motivations French Canadians English Canadians Difference 
Rank Rank 
A = 4 1 
B 19 19 0 
C 2 2 0 
D 12 16 4 
E 20 20 0 
F 6 -. 1 
G 9 9 0 
H 10 11 1 
I 1 1 0 
Ni 4 7 3 
K 17 18 1 
L 14 14 0 
M 16 1S 1 
N 8 8 0 
0 he) Y7 2 
P 11 10 1 
Q i8 13 6 
R 13 12 1 
S 3 i 0 


— - 


4 
ef 
§ 


oi 


ai 
af 


7 S Se 7 - =e 
a eS ne PS i 


2s eed 
gg 
2 


~ 544 « 


authority), 0 (friendships at work), and Q (deal with fewer people to 
get work done), the latter one showing by far the largest difference 

in priority. Thus, English Canadians,much more than French Canadians, 
wish to deal directly with fewer people to get their work done, with 
the difference being five rank orders. While French Canadians place 
this statement among the lowest five, indicating that to them it is a 
motive of minor importance, English Canadians place it in thirteenth 
position, a clear indication that it is not a motive of minor import- 
ance to this group. That French Canadian managers value one aspect 

of security much more than do English Canadians is attested by the 

fact that the former group placed statement D (job tenure) in the 
twelfth position, while the English Canadian group ranked it sixteenth. 
The incentive power and authority (statement J) again (as with level 

l of the non-service group) differentiated the two ethnic groups, with 
French Canadian managers considering it a major incentive, the English 
Canadian group ranking it seventh. The two groups differ by two ranks 
with respect to the attractiveness of developing close friendships at 
work (statement 0), with the English Canadian group placing this incent- 
ive within the lowest five, indicating that it is of minor importance 
to them, while the French Canadian group placed it two ranks higher 


in order of importance. 


Thus, at this second level of management, the Security and 
Esteem Needs of French Canadians managers are stronger than those of 


English Canadian managers, and reflected by the difference of four ranks 
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with regard to job tenure and three ranks with respect to the power 
and authority dimension of a manager's job. However, the largest 
difference is to be found in their Social Needs, French Canadian 
managers manifesting a much stronger social need by having a less 
intense desire to deal with fewer people at work, while having 
concomitantly a greater inclination to develop friendships within 


the industrial context. 


The next set of comparisons to be made is between the two 
ethnic groups in the Service group of organizations, commencing with 
Table 4 which shows the rankings of the two groups at the first level 
of management. The correlation between the two rankings of desired 
work changes was found to be ./76, a somewhat lower correlation than 
in either of the two management levels in the Non-Service grouping of 
organizations. Here, differences of two or more ranks were found for 


seven statements. 


The two ethnic groups again substantially agree regarding the 
first five incentives, those considered of major and central importance 
to them, namely: A (salary), C (promotions), F (treating people as 
human beings), and T (job specialization). There is also considerable 
agreement on the five motives deemed of minor importance to satisfy in 
the workplace, namely: Statements B (shorter hours), E (definite and 
regular hours), M (pleasant physical surroundings), and O (friendships 


at work). 
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Table 6,4 « Priority Rankings of Twenty Work Motivations by French 
Canadians and English Canadians at Level One of Management 


in Service Organizations, 
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Motivations French Canadians English Canadians Difference 
Rank Rank 
A 2 1 1 
B 18 17 1 
Cc 1 2 1 
D 11 14 3 
E 20 19,5 oP) 
F =) 3 2 
G 6 7 1 
H 9 ] 0 
I 7 | 6 1 
J o 10 6 
K 15 19.5 405 
L 14 13 1, 
M 17 16 ul 
N 10 ok 1 
0) 19 18 1 
P 13 8 5 
Q 16 5 1 
R 12 12 0 
S 8 4 4 


ibe A ie. Deradh chee 


CR Rn a ee a a = Jt or 1A eas, 


sonore 


» 40 acne os si 


y 
i 3 en eee ue 
I S binee kis wkhe 2 
ho ? an ep EH a . 
£ ar . ti ia) 
y ave *; m (vine AS ie 
2 298 Ay Seat : : 
we yoy ra bide a 
s é é it 
2 eres vere : 
[ , e oe 2 oa . 
- F Sib oc) oie 7 
ie o 4-943 Ve4 a hae . 
i 3 c pe e 
; a f 2 <i) lowe @' = 
3 or ‘ ik a pe 
~iwr. f 
2.8 2,21 el wih On 
t el . al ~ J We 
t al. alee | itn 
{ Lf OL 


a. . ivan »” aoe a 


- 547 « 


With regard to large differences between the two groups in 
the importance of work motives, it can be seen in Table 4 that French 
Canadian managers much more strongly desire power and authority in their 
jobs (statement J), and in fact, this was the largest disparity (a rank 
difference of six) found between the two ethnic groups at this level. 
While the French Canadian group considered power and authority to be 
a major motive (within the top five ranks) to satisfy in the workplace, 
English Canadian managers did not consider it of major importance. The 
French Canadian group also attached more importance than did English 
Canadian managers to being less exposed to criticism (statement K), 
with the English Canadian group placing this one last on the list of 
twenty, while the French Canadian group placed it considerably higher 
in order of importance. S&nglish Canadians, on the other hand, 
considered much more important than did the French Canadian group 
efficient work equipment (statement P), with the English Canadian group 
placing this incentive among the top ten, while French Canadians placed 
it within the bottom ten in importance. In addition, English Canadian 
managers attached much more importance than did their French Canadian 


colleagues to Statement S, which refers to the training of subordinates. 


Three other differences of somewhat smaller magnitude between 
the two groups are shown in Statements D, F, and T, with French Canadians 
wanting more job tenure, and greater specialization in work (statements 
D and T), and English Canadian managers wanting more opportunity to treat 


people as human beings (statement F). 
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To recapitulate, the English Canadian managers at this first 
level of Service organizations have much stronger Self-Actualization 
needs than do French Canadian managers. They have much greater need 
for efficient work equipment and a clearly stronger desire to develop 
subordinates. In contrast, French Canadian managers have a definitely 
more intense need for Security as reflected in their significantly 
greater concern for job tenure and being less exposed to criticism. 
The French Canadian group, in placing more emphasis on power and 
authority, show a stronger Esteem need than do their English Canadian 
colleagues, while English Canadian managers reveal themselves to have 
a somewhat stronger Social need in desiring to some greater extent 


to treat people as human beings rather than as tools of production. 


With regard to the rankings of motives by the two ethnic 
groups at the middle level of management in Service organizations, it 
was found that the correlation between the two sets of rankings was 
fairly high, .77. The data in Table 5 indicate that there is substan- 
tial agreement between the two groups on the motives of major importance 
to them, that is, on the highest five in priority, even though some 
differences in rank between the two groups are in evidence among these 
five. These motives are: A (better salary), C (promotions), I (respon- 
sibility), J (power and authority), and S (training of subordinates). 
The two groups also show considerable agreement on the minor motives, 
that is those considered among the five least important as factors to 
change in their jobs. Thus, the two groups agree on the relative 


unimportance of E (definite and regular hours), M (pleasant physical 
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Table 6,5 = Priority Rankings of Twenty Work Motivations by French 
Canadians and English Canadians at Level Two of Management 


in Service Organizations, 


Motivations French Canadians English Canadians Difference 
Rank Rank 
A 4 3 i 
B 19 15 4 
Cc 3 4 x 
D 13 18 2 
E 20 20 0 
F 8 6 2 
G 7 7 0 
H 10 i 1 
I is 2 1 
J 2 5 3 
K 15 19 4 
L 14 14 0 
M 18 LZ 1 
N 9 2 0 
fe) 17 16 1 
P 12 10 2 
Q 16 13 3 
R 11 12 1 
Ss 5 1 4 
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surroundings), and on O (friendships at work). 


With regard to differences between the two groups, it can 
be seen that the largest one (5 ranks) occurs with respect to Statement 
D, French Canadian managers attaching much more importance to job 
tenure than do their English Canadian colleagues. While English 
Canadian managers place this motive among the lowest five in priority, 
indicating that it is of minor importance to them, the French Canadian 
group place it in the thirteenth rank position. The next three import- 
ant differences are found with respect to Statements B, K, and S, with 
the two groups "switching" rank orders on motives B and K. Thus, while 
English Canadians are more attracted to shorter hours and are less 
concermed about criticism, the French Canadian group desires less 
exposure to criticism, but are not as preoccupied about obtaining 
shorter working hours. The third difference of the magnitude of four 
rank orders is found with Statement S which, as mentioned above, was 
included by both groups in the top five most important motives. Here, 
English Canadian managers consider training subordinates to be the most 
important incentive of all to pursue in the workplace, while French 


Canadian managers rank it in fifth place in order of priority. 


Differences of the magnitude of three ranks occur for motives 
J and Q, with French Canadian managers wanting power and authority more 
so than English Canadian managers, and the English Canadian group consi- 


dering dealing with fewer people to get work done more important than do 
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French Canadians. Somewhat smaller differences between the two groups, 
rank order disparities of two, are found with Statements F, P, and T. 
Thus, English Canadians attach more importance than do French Canadians 
to treating people as human beings, and to efficient work equipment, 
while French Canadian managers at this middle level desire, more than 


do English Canadian managers, to specialize in their jobs. 


These results then, clearly indicate that the French Canadian 
management group strives to satisfy Security Needs to a much greater 
extent than does the English Canadian management group, as reflected 
both in the greater importance French Canadians attach to job tenure 
and being exposed to less criticism. Esteem Needs are also of greater 
importance to French Canadians than to English Canadians, as indicated 
by their greater desire for power and authority. English Canadians 
however, express a stronger want for one of the two components of 
Economic Needs (shorter working hours). With regard to Social Needs, 
again, while English Canadian managers seek greater opportunity to treat 
people as human beings, somewhat more so than do French Canadian managers, 
they, on the other hand, wish to a greater extent to deal with fewer 
people at work. Finally, English Canadian managers, once again, show 
stronger Self-Actualization Needs by considering the development of 
subordinates of the utmost importance and the obtaining of efficient 
work equipment somewhat higher in their hierarchy of needs than do 
French Canadian managers, even though this latter group places somewhat 


more emphasis on job specialization. 
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Considering finally a comparison of the rank orders of work 
motives of the two groups at level three of combined Non«Service and 
Service Organizations’, the correlation between the two over-all rankings 
was found to be .80, a high level of agreement. The results of Table 6 
reveal that, generally speaking, the two groups agree on the motives they 
consider to be of major importance, ranking Statements C (promotions), I 
(responsibility), J (power and authority), and F (treating people as 
human beings) within the top five in order of priority, Nevertheless, 
there are two rank differences between the two groups on both Statements 
J and C of this top grouping of motives, Whereas English Canadian man- 
agers consider the most important change in their jobs to be developing 
subordinates (statement F), French Canadian managers rank this incentive 
in the third position. On the other hand, while French Canadian managers 
consider second most important power and authority (statement J) the 
English Canadian group place this incentive in the fourth rank position 


within the top five, 


Regarding those incentives considered least important, again 
there is substantial agreement between the two ethnic groups at this 
higher management level, Both groups consider as incentives of minor 
importance those reflected in Statements B (shorter hours), E (definite 
and regular hours), K (being exposed to criticism), and M (pleasant 
physical surroundings), It should be noted here that despite the agreee 


ment between the two groups on the lower five motives, Statement M 


t The reason for combining management groups for these two types of 
organizations at level 3 is explained in Chapter IV (p. 99). 
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Table 6,6 © Priority Rankings of Twenty Work Motivations by French 
Canadians and English Canadians at Level Three of Management 
in Service and Non-Service Organizations, 
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Motivations French Canadians English Canadians Difference 
Rank Rank 
——$—$—$— eee 
A 6 6 0 
B 19 19 0 
C 5 3 a 
D 14 18 4 
E 18 20 2 
F 9 5 4 
G 7 8 1 
H 13 12 1 
I 1 2 1 
J 2 & Z 
K 16 16 0 
L 11 14 3 
M 20 17 3 
N a 7 3 
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(pleasant physical surroundings) shows a rank difference of three, the 
French Canadian group placing it last, the English Canadian group placing 
it in seventeenth position. Statement E (definite and regular hours), 
differentiates the two groups by two rank orders, with the English Canadian 
group placing it last in order of importance, while the French Canadian 


group assigned it to the eighteenth position, 


The two groups show the most substantial differences with respect 
to Statements D and F, with rank differences of four in both cases. With 
regard to these two incentives, French Canadian managers attach much more 
importance to job tenure, while English Canadian managers, much more than 
their French Canadian colleagues, express the need to treat people as 
human beings in the workplace. In fact, the English Canadian group placed 
this latter incentive among their major ones (within the top five), while 


the French Canadian group did not, 


Other large differences between the two ethnic groups occur 
with respect to Statements L, M, and N, each of which showed differences 
of three rank orders. In these three, French Canadian managers attach 
more importance than do English Canadian managers to the avoidance of 
worries, tensions, and troubles and to devote all energies and resources 
to work, with the French Canadian group placing this incentive within the 
top five, while English Canadians ranked it seventh. English Canadians 
attach more importance to pleasant physical surroundings, as already indi- 


cated, Of those differences not already highlighted, Statements O and Q 
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merit comment. With respect to Statement 0, French Canadian managers 
desire to a somewhat greater extent than their English Canadian counter- 
parts the incentive friendships at work, while with regard to Statement 
Q, English Canadians again to a greater extent than French Canadians, 


want to deal with fewer people to get their work done. 


In considering all the important differences between the two 
groups in terms of the need systems outlined earlier in the chapter, the 
striking contrast between the two groups is the much greater desire on 
the part of the French Canadian group for security, as reflected in job 
tenure, fewer worries, tensions, and troubles, and definite and regular 
hours. In no case did English Canadian managers surpass French Canadian 
managers in the importance they attach to Security Needs. Although 
English Canadians place somewhat more emphasis on dealing with fewer 
people at work, they nevertheless manifest a stronger Social Need than 
do French Canadians in striving more for the treatment of people as 
human beings and the development of closer friendships at work. In terms 
of Self-Actualization and Esteem Needs, no clear-cut, over-all differentia- 
tion exists between the two groupse Regarding the former needs, while 
English Canadian managers consider as more important the development of 
subordinates and the obtaining of further promotions, the French Canadian 
managers more strongly desired to devote all of their energies to their 


jobs. For the latter needs it can be seen that whereas English Canadian 


managers desire somewhat more pleasant physical work surroundings, French 


Canadian managers to a somewhat greater extent strived to obtain more 
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power and authority in their jobs, 


In terminating this description of each group's ordering of 
motives or needs, a further point is worth making in reference to mem- 
bers of this top management group. It has been pointed out in various 
sections of Chapter V as well as inferred in many instances throughout 
the discussion of the Goal Conflict scales in Chapter IV, that French 
Canadian managers much more than English Canadian managers feel at odds 
with the basic goals or objectives of industrial organizations, This 
greater level of incompatibility with industrial life engenders in them 
feelings of self-devaluation, a general level of discomfort, and a 
pervasive feeling of being “out of place" in relation to their career 
aspirations, These feelings, in turn, create a good deal of tension and 
strain which we have brought out as being at the source of the develop- 
ment of a Theory X-oriented personal managerial philosophy. It would 
certainly be plausible to assume that this general level of anxiety would 
increase as one attains successively higher levels of management, and 
that the differences between a more secure group, (which,in this report , 
we have described the English Canadian group to be on the basis of the 
data presented in both Chapters IV and V) and a less secure group (which 
we have described the French Canadian group to be) would also be greater 


at these successively higher levels. 


In this regard it is interesting to see from the results of 


Table 6, that the difference in strength between the two groups with 
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regard to Security Needs is, in fact, at a maximum at this third level 

of management as revealed by a contrast in the ranks of the two groups 

on Statements D, FE, and L. In examining how both groups react to these 
needs at various levels of Non-Service and Service organizations, it 

can be seen in the results presented in Table 7 that for French 

Canadian managers, job tenure takes on less importance at successively 
higher levels of management, It does also for English Canadian managers. 
These findings are not surprising since one would normally expect job 
tenure to be less emphasized at these higher levels, What is interesting 
to note however, is precisely the fact that at these upper echelons 
(levels 2 and 3), the "gap" between the two groups is larger than at 

the lower level (level 1), thereby providing further evidence to the 
effect that French Canadians become more insecure than English Canadians 
at successively higher echelons of management, Regarding Statement L, 
Table 7 reveals that both groups are consistent from the first to 

second level of management with regard to the strength of the need 

to have fewer worries, tensions, and troubles, and this need is virtually 
of equal strength to both groups at these two management levels, At 

the highest echelon however, a fairly large difference emerges, bringing 
out once again the relatively greater insecurity of French Canadian 
managers. While the strength of this need remains constant for the 
English Canadian group, that of the French Canadian group is Significantly 


intensified, 


Finally, this difference in security level is further substantiated 


"er bridd elds te bitin a he 3 
ncwerg oud ada Yo wanan ‘itt mt sent9n09 (sever 
ne gene mae 


eaedd of sour squerg Hof worl anininaxe af ree 
32 genolvestusgz0 sotvred bas oe ae vo. e 


donast hey Jandy ¢ oidat nt 


viewreesooues 34 senadzogmt eeel wo veer? eiuaed dot miogenae nak 


dot aosqus vilasson bluow ono eonts snibedied _ ote egakbatd cunt 
iSaaezegni ci datW .aioveal todaid osadd 3a beste eee0i ed of 
ani i adqas orones 


Yenp 


-etngensm tathara) detign’ +03 ocala 2906 3 ers esha bi) elovel | 


anoiedse xegqu seeds je sods 3922 afd yloeloorq et 2 itevewod bd ed 
$8 neil zegtal 2% eqwesg owl sid neewted “qag" edd ,CE baa S etavel) 
ed? of secabive tedtrul eatbiverq vdezed3 ,.{1 fevel) level yawol odd 
aiatbans? daileat asda etusvenl stom omased anatbana) slonezd Jars so022o 
ed Jnemal ale gutisagen «Inemegaiaa jo ney pee terigldd vienkpenqaae 40 
o3 taxti edd morh Snedelanoo ste aquorty djod jad a laeves .¥ eldat 
boon ofs to d3ynette eft 03 br eget ditw Jnemegenss to level Ramen: 
vilewiviv at beon aida bis ,aeiduor) baa eenokensd eeelriow tewel oved hed 
JA »alevel Jnomegansa owt s8ed3 te equotg Mod of digaexta laups to 
gutgrivd ,segtow® esne1est2ib sgiat yinks? « ,revewod nolsinve Jaedatd end 
aibans donet4 to yiituoeent tadaeTg yievigeies odd niayas sono juo 

ad) vot 2negencp ante@es heen ek:is to ajgnetse odd oikd¥ ntoganen : 


a. 
linpotiiogie at quotg ssitbeas revert od? Jo Jaid ,quoxg matbena) dakigns 


badaizneiedve rtad2363 4l Seve] vslquoss wh spnetettib eis ellenrd © a 


he 


= 558 @ 


by the fact that whereas at the first level of management the trend 

is for English Canadian managers to want more definite and regular 
working hours, this trend is reversed at the higher echelon, Another 
indication of the relatively higher anxiety level of the French 
Canadian group can be found by contrasting the results of Statements 

E and N of Table 6. The fact that French Canadian managers from a 
relative standpoint want more opportunity to devote all of their 

time and energies to their work than do English Canadian managers, 
while at the same time, they want more definite and regular hours 
(again more than do their English Canadian counterparts), can only 

be interpreted as an irrational solution to an anxiety-Laden situation, 
rather than as an intrinsic desire to self-actualize at work, The 
fact that French Canadians concomitantly are less motivated to advance 


than are English Canadians only serves to corroborate this point. 


Having outlined the patterns of motives to which the two 
ethnic groups have subscribed, let us now turn our attention to those 
differences between the two groups that can be interpreted with confi- 
dence as cultural ones, and examine how each of these contribute to a 
better understanding of the different mentalities of these two groups 
that have already been identified in Chapters IV and V. The results 
in Tables 2 through 6 have amply demonstrated that although the tec 
ethnic groups at each of the three hierarchical levels in Non-Service 
and Service organizations generally agree on the motives considered 


to be of primary importance, as well as those deemed to be of minor 
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relevance to them, there were, nevertheless, major differences between 
the French Canadian and English Canadian managers in terms of the 
strength regarding certain incentives, Although some of these differ- 
ences were restricted to a specific management level or type of 
organization, the reader has undoubtedly already noted the recurrence 
of some of these disparities from one level of management and type of 
Organization to the other, As already indicated in the earlier parts 
of this chapter (see pages 525 to 527 ), it is important to determine 
the extent to which such trends of difference are significant as well 
as to identify for each motive the magnitude of any significant differ- 
ence in order to understand in what manner each of these two cultures 
are motivated differently, that is, seek different satisfactions in 


work, 


Table 7 presents the rankings of the two groups across levels 
and types of organization, showing the rank differences at each level, 
and the summated rank difference across levels and organizations: 
Inspection of this table reveals that the two most important differences 


between the two groups are found for motives J and D. In all five 


1 
The reader is referred to pages 530 and 531 for a review of the 


rationale underlying the methodology for this analysis. In addition, it 

was decided that a summated rank difference of five or more would consti- 
tute an important one between the two groups, one that would be of practical 
Significance, and therefore worth mentioning. In this manner, should differ- 
ences of only one rank appear (differences of little practical significance). 
disparities of this magnitude would at least have to be consistent across all 
five level groups. Therefore, in order for a difference to be interpreted 

as a cultural one, the trend of difference given a motive must be signifi- 
cant according to the sign test, and the magnitude of the summated rank 
difference must be five or larger. 
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comparisons, French Canadian managers consider these two changes to 

be much more important to them in their jobs than do English Canadian 
managers, and this trend of difference is a statistically sienificant 
one in both instances. It is interesting to note that with regard 

to motive J, all French Canadian groups place it among the top five 
changes that they would like to see in their jobs, demonstrating that, 
for them, it is a motive of major importance to satisfy. This occurs 
in only two English Canadian groups, and the highest rank given this 
motive by the English Canadian groups is a rank order of four. On 

the other hand, the lowest rank given by any French Canadian eroup 

is a rank of four, It is clear, therefore, that French Canadian 
managers,much more than their Fnelish Canadian counterparts across 
levels and organizational types, want more power and authority in their 


jobs e 


This finding is strikingly consistent with the research results 
of Chapter V. In that chapter, it was revealed that the very strong 
reliance on the status of one's position was the most salient distinguish- 
ing characteristic of the French Canadian manager, along with his inter- 
personal premises (in contrast to his English Canadian peer), and in 
fact, constituted his predominant frame of reference for viewing and 
dealing with subordinates. As shown in the analvsis of results in terms 
of the leadership model presented in that chapter, it was seen that the 
French Canadians’ deeply-rooted attitudes toward authority and authority 


figureswere reflected in the high value they place on their status in the 
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company hierarchy, and in turn, prescribed to a considerable extent the 
essentially Theory X ideology they held with respect to subordinates in 
the workplace, an ideology which dictates that individuals are basically 
inclined to avoid work, and to take Little interest in the organization's 
goals and tasks. This result then, clearly confirms the fact that culture 
inculcates strong authoritarian needs in French Canadians. Regardless 

of the level of management or the type of organization, one of the 


strongest needs that they are striving to gratify is this particular one. 


The same highly sienificant trend of difference is evident for 
motive D (job tenure). In three of the five groups, English Canadian 
managers place this motive among the bottom five, indicating that it is 
of minor importance to them, while in no instance do French Canadians 
rank motive ND this low. It can be seen in Table 7 that the differences 
are substantial in all four groups, the minimum disparity being a rank 


of three. 


The dvnamic relationship between these two strong motives (power 
and authority, and job tenure), among the French Canadian group is not 
difficult to discern. It is indeed very likely that the typical French 
Canadian, feeling insecure in the industrial milieu and thus being vitally 
concerned about security in his job, would implicitly tend to see that 
gaining more and still more authority (a need already predominant in his 
hierarchy) would be a means of ensuring the security of his position in 
the orpanization, that is, as a means of reducing the risks that he would 


for some reason be deprived of his position of managerial responsibility, 
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or in some way, not "make the grade" within the organization. In short, 
it could be said that his dominant needs for security and for power, 
in effect, are strongly interrelated, the former reinforcing and augment- 


ing the latter. 


Another aspect of this dynamic relationship between the two 
motives can be seen if one recalls the findings of the Family Scales in 
Chapter V. It was pointed out that the French Canadian much more than 
the English Canadian viewed his role in life as being the "breadwinner", 
and that being a good provider for his family constituted one of the most 
important motives for his aspirations to succeed in an industrial organi- 
zation, Success in industry, in other words, was not something valued 
in itself as a means of self-fulfillment, but as a way of fulfilling his 
role as a good family man. This interpretation is certainly in line with 
the present results, in that it is likely that an individual who conceives 
of his role as being mainly one of a breadwinner, especially if, in addition, 
this is the role he is expected to fulfill best by members of his family, 
would constantly seek reassurance in the stability of his job, and value 


this more highly than many or most other incentives. 


Again, as was pointed out in Chapter IV (see page 280, footnote), 
this interpretation is to be viewed as a relative one, and not as an abso- 
lute one. The point is that if, as an ethnic group, French Canadians are 
more family-centered in this way than are English Canadians, it is not 
surprising to find that regardless of level of management or type of 


organization to which they belong, they invariably seek this type of 
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reassurance to a greater extent than do their English Canadian colleagues. 
Thus, one can conceive of a "cultural syndrome" operating in the French 
Canadian culture with regard to these three factors in the sense that 

to fulfill his provider role, the French Canadian strives for more 

job tenure, and to attain it, he seeks power and authority (even more 


strongly than he otherwise would), 


The next four motives, Statements Q, S, F, and F, refer to 
incentives that ert Canadian managers are striving to attain to a 
significantly greater extent than are French Canadian managers. The 
trends of differences are statistically significant in all four cases 
thereby indicating that, as a cultural group, English Canadian managers, 
in wanting these kinds of changes in their jobs more so than French 
Canadian managers, place more value on the satisfaction of these needs 


than do French Canadian managers as a cultural group. 


Regarding Statement 0, although both groups are not too concerned 
about this type of change, since each group places it among the bottom ten, 
nevertheless,in four of the five comparisons, French Canadians place it 
amone the bottom five whereas this never occurs for the English Canadian 
groups. Much more so than French Canadians then, English Canadian managers 
wish to deal directly with fewer people in the company in order to get 


their work done. 


In the light of our previous findings, this result is not surpri- 
sing. We have seen that English Canadian managers are more economic-oriented 


than are their French Canadian colleagues (see chapter IV), and what is even 


[ : : - 1 


i juieihegiiipeemete tit ee ee 
Maik Wk sgt asmen Mencithatarie a Yo sv. 


Judi wanom oi ai eieset woxds piconet 
stow Yo! eevizia netbeans dons33 edi ,alox asbivera 


s30m nevs) vi rredtun baa 1swoq adeoe on .3t nindIs 03 Fhe 
| : Twos nowy bib © Gy 4 @cA8 


bles serene os 


ae ir a; tga: “ii 4 ine 


ot teiet .“l bon -¥ 2 Qf atoomesas2 ere dxen ine whee, 
B OT Oigs3n oF anbvitte sis etegansm tintbeine?- ito Ld edt dats” 


OtT ,a7o9eren oot bers donett sts ned? 30082x8 siomang-enuidiaiae | 
e926) wel jin nt dosottiapte vlisotselssta ets 892087822 FH do abners 
*eTegsnse Hsihare) datigedl .quowg Jewaiue 5 es .2eAd antiaothbn: yvdetens 
datend cal? o# sie adot rte at esanado Yo ebaid seed? gnt3new nt 
absent shorls to coljopiettae eft mo aulev ex0m sd8lq ,etoaanem netbansd 


<qotg levTujino as 22 etegenam natbans? donst? ob nad 


UMITIOANS OOF JOH STA aquory AXYed Aguodiia ,O dnsmessd2 gatbragsd 
(193 anIwes sta yaons Jt esontg quosg foso aonte ,eanado to eqyt etd dueds 
Ji yoeiag seabhensd donsat «#108 PTaqmos evi3 ei3 20 202 At can ocsoven 
nsibenso Jetlanh ad wt esuoc0 seven etdd aasrorw svit modiod sid 9:noms. . 
kTavensin obilete feliond ,qet? svetbaaa) doass4 maria on sion douM s8quotg 


198 OF TebtO of yaRGMeD ste of elqoeq Tewe? dziw yi19e7rb lesb of detw 


neve 2: Jpiw bas , (Vl 293qadd see) eeuasetids dy bene? fonett 1 


7 


a 7. a? pe 


- 566 e 


more important, they are much more task-oriented in the sense of being 
governed in the setting of work standards by a high level of aspiration 
rather than by a low one, this latter level being found to be much more 
characteristic of French Canadian managers (see pages 437 to 442 of 
chapter V). Finally, the results of Scale N in Chapter V clearly indi- 
cated that English Canadian managers involve to a much greater extent 
their subordinates in the decision-making process, This democratic, 
egalitarian approach is most valued in the English Canadian culture and 
the principle of involving as many people as possible in managerial 
activities is generally implemented by the creation of a multitude of 
committees, It is perhaps in reaction to an exaggerated application 

of this principle that this need becomes a more salient one to English 
Canadian managers. It could be that, in their eyes, some of these 
committees are not functional enough for them, a consideration which, 
as we have seen, would be less important to a French Canadian manager. 
At any rate, it is clear that, if English Canadian managers do not want 
to deal as much with others as they do on their present job, it is not 
because they wish to be less exposed to criticism (statement K), nor 

is it because they show little or no concern for basic human considera- 


tions (statement F) a factor to which we will now turn our attention. 


In all five comparisons, English Canadian managers show more 
desire for this type of change than do French Canadian managers. The 
trend is a statistically significant one and it is interesting to note 


that while four of the five English Canadian groups include this among 
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the top five changes that they would Like to see, only one French 


Canadian group does so, although both groups place it among the top ten, 


At first glance, this finding might appear to be contradictory 
with the results presented in Chapter IV. Indeed, it was brought out 
in these previous analyses of goals that French Canadian managers were 
generally much more social-humanitarian oriented than were English 
Canadian managers, It was also noted that French Canadian managers, 
much more than English Canadian managers, felt that industry was inhuman 
and that man was a victim of economic exploitation (see pages 286 and 287 
of chapter IV). More specifically, it was found that many more French 
Canadian managers were of the opinion that industry does not treat people 
as human beings but rather works them like machines. One would therefore 
expect that, being a part of this perceived exploitative machinery, a 
French Canadian manager would precisely want "more possibility of treating 
people as human beings, rather than as tools of production", at least 
more than would English Canadian managers who do not have to the same degree 
this negative image of industry and who, in addition, are more economic- 


oriented, 


Why then would English Canadian managers manifest a stronger urge 
to satisfy this need than French Canadian managers? In the opinion of the 
researchers, the answer to this question lies in a consideration of an 
individual's perception of the possibility of actually treating people in 
industry in any other way but as tools of production. Again, referring to 


Chapter IV, it was found that French Canadian managers felt to a much 
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greater extent than their English Canadian colleagues that “industry is 
inhuman because the only important thing to industry is production", that 
"in large companies, the only thine that counts is production", It would 
appear then that, in the minds of French Canadian managers, it is not 
possible to treat people as human beings by the very nature of the indus- 


trial process. 


Another impelling reason for this state of affairs is the fact 
that French Canadian managers are much more Theory X oriented. Since, 
according to this Theory, people do not and cannot as human beings 
derive intrinsic satisfaction from industrial work, there is no alterna- 
tive but to treat them as tools of production, since the industrial 
context does not provide any activity which can be considered to be 
worthy of human dignity (see scales D, E, F, G, of chapter IV and scales 
H, J, K, N and O of chapter V). If, however, one is of the opinion that 
industrial work is and can be worthy of man's human dignity in the sense 
of providing him with an opportunity to fulfill the most worthy of man's 
needs and if, in addition, he felt that people can be and are basically 
identified with their job, then it would follow that to have more oppor- 
tunity to treat people as human beings rather than as mere tools would 
be a very strone need indeed, for it is a psychological need which is 
a basic motivator in man. Viewed in this relative context then, it is 
the opinion of the researchers that if English Canadian managers strive 
more to satisfy this need than do French Canadian managers, it is not 
because, per se, they consider it more important than do French Canadian 


managers, nor because they do, in fact, treat people more as tools of 
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production than do French Canadian managers (we have seen evidence to 
the contrary in chapter V), but rather because they simply perceive the 
possibility of being able to do so within the context of an industrial 


setting to a much greater extent than do French Canadien managers. 


Regarding Statement S, it can be seen that, in general, 

English Canadian managers show more concern for training and developing 
Subordinates for responsible positions in the company than do their 
French Canadian counterparts, They give higher priority to this change 
in four of the five comparisons (the level II - non-service comparison 
revealin;; no differences). This trend is, of course, statistically 
significant. Although both ethnic groups place this change among the 
top ten, thereby indicating that it is an important motive to them, four 
of the five English Canadian groups placed this statement among the top 
five changes that they wished could be made as against three of the five 
French Csnacian groups. It is interesting to note that two of the 
English Canadian groups give absolute priority to this particular change 
(ranking it 1) whereas the highest rank given by a French Canadian group 


is the rank of 3 on two occasions. 


This finding is consistent with the previously identified 
job in security syndrome involving Statements J, D, and the notion of 
one's role as breadwinner of the family, From an emotional standpoint, 
if an individual feels insecure in his job and relies on power and 


authority to strengthen his position, it would follow that he would also 
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be less inclined to develop his subordinates for more responsible 
positions in the company since this would only increase his present fear 
of losing his job. A factor which undoubtedly serves to reinforce this 
position is, again the fact that the average French Canadian manager 

is more Theorv X-oriented than the average English Canadian manaper. 
Thus the former would be more inclined to feel that it would be a waste 


of time to develop subordinates! . 


The differences between the two ethnic groups in terms of 

Statement P are generally small, the sole exception being a difference of 
five ranks at Level 1 of Service organizations. Nevertheless, differences 
in the direction of English Canadian managers desiring more change than 

do French Canadian managers exist for all five comparisons, thereby indic- 
ating a significant cultural trend, Since English Canadian managers are 
more economic-oriented as seen in Chapter IV and more task-oriented on a 
long term basis involving the creation of a climate whereby individuals 


can utilize their potential maximally,this finding is not an unexpected one. 


A final statement ranked differentially by the two ethnic 
groups is Statement A. It can be seen by examining the rank differences 
for Statement A that English Canadian managers are more motivated by salary 
than are French Canadian managers, although both groups, with the exception 


of top management, place a change in salary as beine among the top five 


; The reader will recall that the Theorv X manager believes most 


subordinates are not basically work-motivated individuals. 
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preoccupations they have. Even at this top management level, both groups 
consider salary as the sixth most important change. The trend of difference 


is, of course, a statistically significant one. 


On the surface, it would appear that this difference contradicts 
our interpretation that, essentially, the basic motive of French Canadians 
for working in industry is the financial security it provides since this 
affords them an opportunity to obtain the only satisfaction they can derive 
from work; that of being a good family provider. Why then would the French 
Canadian manager not consider salary to be at least as important as, if 
not more important than, the English Canadian ? Jn the opinion of the 
researchers, all things being equal, he should. However, as has already 
been pointed out in the beginning of this chapter, in an area as complex as 


that of human motivation, all things are never equal. 


One probable explanation lies in the fact that for French Canadian 
managers, money has a much more negative connotation than it does for English 
Canadian managers. As a result, it is likely that English Canadian managers 
can more willingly and openly admit that they are truly motivated by 
monetary considerations, To this latter group, the pursuit of personal 
financial gain would not be anything to be ashamed of, at least certainly 
not as much as it would tend to be to French Canadian managers. If this 
were true, then one would expect that French Canadian managers would 
express their concern for financial security in indirect ways. We have 


already seen that, in fact, they do by being more preoccupied with job 
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security (statement D). Jt can also be seen from an examination of the 
results in Table 7 with regard to Statement C that, with the exception 

of top management people, French Canadian managers want as much as, if not 
more than, English Canadian managers the opportunity to obtain further 
pidmodigies This can also be interpreted as an indirect way of attaining 


financial security. 


In this light, the top management results are revealing. At 
this high level, financial security is to a fairly large extent secured. 
It is therefore not surprising to find that, at this level, French Canadian 
managers are less concerned about promotions than are English Canadian 
managers, while remaining much more concerned than English Canadian managers 
about job security. Thus, in the opinion of the researchers, the results 
for this statement are not contradictory. On the contrary,they corroborate 
the findings of other data (scale G, for example) and seem to illustrate 
how intricate the dynamic inter-relationships between all of these attitud- 


inal variables within the area of leadership can be. 


As can be seen by the results of Table 7, no statistically 
significant pattern of differences was found with regard to the other 
thirteen incentives. Nevertheless, among this latter group, one statement, 
K, merits some consideration because of its relatively high summated rank 
difference index. This rank difference index of 9.5 is largely due to 
the substantial differences in ranking between the two ethnic groups at 


the first two levels of Service organizations. Although our experimental 
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design does not allow us to evaluate the significance of this finding, 
these results strongly suggest that,in Service organizations, French 
Canadian managers, to a much greater extent than English Canadian 
managers, wish to be less exposed to criticism by others, At any rate, 
this difference is certainly consistent with those that have already been 


noted with regard to Statements D and J. 


Before concluding this chapter, one final point is worth 
mentioning with regard to the validity of this type of data. In con- 
trasting the strength of motives of lower level managers to that of 
higher level managers, one would expect to find, on the basis of what is 
known in this area from other studies in the Social Sciences, differences 
between these managerial groups. In particular, and going from the lower 
to the higher echelon of management, one would expect to find the following 
in terms of our statements: 

(1) A decrease in motive strength for: 

(a) Statement A: "Receive a better salarv,." 
(b) Statement C: "Have more opportunity for promotions," 


(c) Statement D: “Have more assurance that I can remain 
on this job as long as I want to," 


(d) Statement H: "Have a better social security plan at 
work," 


(e) Statement J: “Have more power and authority in my job." 


(£) Statement T: “Have more opportunity to specialize in 
the job area I like best." 
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(2) An increase in motive strength for: 

(a) Statement I: "Being given the responsibility ise. 
being held responsible for a greater 
number of important decisions," 

(b) Statement N: "Have more opportunity to devote all my 
energies and personal resources to my 


work," 


(c) Statement O: “Have greater possibility of developing 
close friendships at work," 


(d) Statement S: "Have more opportunity to train and 
develop my subordinates for responsible 
positions in the company." 

An examination of the results of each of these statements in 
Table 7 reveals that all of these predictions are substantiated for each 
of the two ethnic groups. It would appear then that this measurement 
technique can be relied upon to yield meaningful data. These findings 
clearly indicate that the higher the rank attributed to a particular 


motive, the stronger the expressed need. 


To recapitulate in terms of the needs systems described in 
the beginning of this chapter, from a cultural standpoint, French Canadian 
managers express much stronger needs for security and Self-Esteem at 
work than do English Canadian managers. They want to be reassured to 
a much greater extent that their present position is a secure one and 
seek much more power and authority in their job than do English Canadian 
managers. The Self-Actualization Needs of this larger group, on the 
other hand, are greater than those of French Canadian managers. Specif- 


ically, the opportunity to train and develop subordinates and the 
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acquisition of more efficient equipment and installations are more 

pressing requirements to English Canadian managers than they are to 

French Canadian managers. In terms of Social Needs, while Fnglish 

Canadian managers express a more intense desire to deal directly with 

fewer people at work than do French Canadian managers, they nevertheless 
concomitantly feel a stroneer urge to treat people as human beings. 

Finallv, though both groups are highly motivated bv financial considerations, 
English Canadian managers express a somewhat greater inclination for 
monetary gain than do French Canadian managers. In general, these differ- 
ences in motivation are consistent with: (a) the divergent views that these 
two groups hold toward the priority of economic organizational goals when 
contrasted to social-humanitarian ones, (b) the differential level of 
conflict they perceive between organizational goals and other goals of 
personal significance to them, (c) the essentially incompatible attitudes 
they possess with respect to the status of their position and the motivation 
to work of others as well as the personal feelings others in the workplace 
have toward the status of their position, (d) the discordant orientation 
they take in relation to task accomplishments and the needs of others in 

the workplace , and finally, (e) the basically incongruent outlook they 


have toward supervisory control and participation in decision-making. 
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The Effects of Amount of Human Relations Training 
and Religious Affiliation on Management Attitudes 
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In the comparison of the two ethnic groups on relevant demo- 
graphic characteristics, presented in Chapter II, it was mentioned 
that in view of the differences in distribution found to exist between 
the two groups on two of these characteristics, “Amount of Human 
Relations Training Received," and "Religious Affiliation," it was 
deemed important to determine the degree to which differences between 
the two groups on these two variables contributed to differences found 
to exist in the attitudes studied in the research project. An analysis 
of the effects on attitude differences of these two characteristics 


is presented in this chapter, 


Amount of Human Relations Training Received 


In order to keep these analyses within reasonable limits, it 
was decided to study the effects of training on ethnic differences with 
regard to the attitude scales studied in Chapter V only. The study was 
limited to the data in Chapter V also because it was felt that few if 
any human relations training programs deal in a direct way with the 
attitudes investigated in Chapter IV, that is, few training programs of 
this type are concerned with the priority of organizational goals or with 
family, individual and other areas of conflict studied in that chapter. 
Consequently, it was not expected that the amount of human relations training 
would have any significant impact on attitude differences revealed in the 


Organizational Goals chapter. 


While most human relations training programs deal with problems 
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of work motivation, it is important to note that the content of such 
training programs characteristically concentrate on the motivation of 
others in the workplace, particularly the manager's subordinates, and 

not on the manager's own personal work motives. Hence, the manager 
might, in such programs, become more familiarized with the incentives 
which those lower in the hierarchy seek at work, but it is unlikely that 
the importance he himself attaches to work motives would be significantly 
changed in such training. For this reason, it was felt that amount of 
training would not significantly affect the attitudes of either ethnic group 
(and therefore any attitude differences found between them). In addition, 
it was the opinion of the researchers that any major influence which 
human relations training would have on the manager's attitude toward the 
work motives of other people would be accounted for in the analysis of 
training effects on the attitude scales in Chapter V, particularly the 
Interpersonal Premises scale, which concerns attitudes toward the motiva- 
tion of others toward work. In short, it was felt that the scales of 

the leadership model constituted the most convenient and most appropriate 
ones for studying the effects of human relations training on the attitudes 
of managers. It was judged that these scales constituted the ones upon 
which the effects of human relations training would be most clearly 


revealed if they did in fact exist. 


In the analysis of the results for each scale, three tables will 
be presented. The first table will show the mean scores of the two ethnic 


groups by organizational level and company on the attitude scale being 
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Table 7.1 - Distributions of Mean Scores on Interpersonal Premises, Scale 
H, for French Canadian (FC) and English Canadian (EC) Managers who have 
Received from 0 to 60 Hours of Human Relations Training, Shown by Com- 
pany (C) and by Organizational Levels (L) Within Companies, 
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Indicates a statistically significant difference between the two means 
at the .03 level of confidence. 
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dealt with for managers of both ethnic groups who have received from 0 
to 60 hours of human relations training. Using the sign test, an 
analysis of trends of differences is made to determine whether or not 


cultural differences exist with respect to the particular scale.! 


The second table presents the same type of information for 
those managers who have received from 61 to 120 or more hours of 
training. The same analysis is made to determine whether or not cultu- 
ral differences still persist between members of the two ethnic groups 
who have received more extensive training in human relations. Finally, 
the third table presents the combined data shown in the first two tables, 
but the main interest in the data in this table is in determining to 
what extent managers of each ethnic group who have received more exten- 
sive training (61 to 120 hours or more) obtained higher or lower mean 
scores on the scales than did those who have received less training 
(O to 60 hours). Once more the sign test was utilized to determine the 
significance of trend differences, except that in the case of the third 
table, the differences investigated were those between managers who 
received less training, and those who received more training within each 


ethnic group. It is these trends, and not trends of differences between 


This analysis is similar to the one conducted for the scales dealt 
with in Chapter V using the total sample of managers. One scale, Hl, is 
omitted from this study due to a technical error. There is no reason to 
believe, however, that the effects of human relations training would be 
different from those on other scales, especially H and I, which are 
attitude dimensions of the same component of which Scale Hl is a part, 
namely, Component l. 
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Table 7.2 » Distributions of Mean Scores on Interpersonal Premises, Scale 
H, for French Canadian (FC) and English Canadian (EC) Managers who have 
Received from 61 to 120 Hours or more of Human Relations Training, Shown 
by Company (C) and by Organizational Levels (L) Within Companies, 
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Indicates a statistically significant difference between the two 
means at the .03 level of confidence. 
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the two ethnic groups (the concern of the first two tables), that are 
dealt with in this third table. For all of these tables, any signi- 
ficant differences within a particular level of a given company are 


indicated by an asterisk. 


Examining first the results for Scale H, of Component 1 of 
the leadership model, it will be revealed that the higher the mean score 
on this scale, the lower the level of confidence the manager has in other 
people's intrinsic interest in work and basic commitment to the organi- 
zation's goals. Tables 1 and 2 reveal that among managers who have 
received little human relations training (60 hours or less), as well 
as among those who have received much human relations training (more than 
60 hours of training), the trend of differences between the two groups 
is highly significant. It can be seen that in both Tables 1 and 2, the 
French Canadian mean score is higher than the English Canadian mean score 
at all fifteen levels, and in fourteen of these instances the differences 


are significantly different. 


These results indicate that French Canadian managers are much 
more Theory X-oriented than are their English Canadian counterparts, 
irrespective of the amount of human relations training they have received. 


Table 3, however, reveals an interesting difference between the two groups. 


. This type of analysis is identical to the ones conducted for the 


scales in Chapter V, using the confidence interval test. 2 Hereafter 
"little training" refers to those managers who have had 60 hours of 
training or less, while "much training" refers to those managers who 
have had more than 60 hours of such training. 
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Table 7.3 - Distributions of Mean Scores on Interpersonal Premises, Scale 
H, for French Canadian (FC) and English Canadian (EC) Managers sho have 
Received from 0 to 60, and Those who have Received from 61 to 120 Hours 
or more of Human Relations Training, Shown by Company (C) and by Or- 
ganizational Levels (L) Within Companies, 
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Indicates a statistically significant difference between the two 
means at the .03 level of confidence. 
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Among French Canadian managers, those who have received more human re- 
lations training (in excess of sixty hours) have lower mean scores in 
eleven of the fifteen comparisons on Scale H, than those French Cana- 
dian managers who have had less human relations training (less than 
sixty hours). This trend is statistically significant, and indicates 
that on the whole, French Canadian managers who receive more human re- 
lations training are less Theory X-oriented, that is, have higher con- 
fidence in the intrinsic work interest of others, than are those who 
have received less training. It can be seen that,in three instances, 


the differences are of large and important magnitude. 


This significant trend is not in evidence among English Cana- 
dian managers, however. In only seven companies do managers who have 
received more training show lower Scale H mean scores than members of 
their own ethnic group who have received less traininge In seven other 
instances, the reverse is true, and in one case, the means are equal. 
It might be well to point out that the differential effect of training 
on the two groups is not too surprising when one considers that French 
Canadians, as an ethnic group, showed mean scores which were very sig- 
nificantly higher than those of the English Canadian group, as shown in 
Chapter V (see table 1). Thus there would be, so to speak, more "room 
for improvement" among French Canadians than among English Canadians, 
the latter group as a whole holding more positive attitudes toward the 
interest and concern of others with respect to work. In _ short, there 


would be a greater probability that exposure on the part of French Cana- 
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dian managers to training would result in a greater change in attitude 
in the direction of being less Theory X-oriented than waild be the case 


among English Canadians. 


The important point to consider here, however, is whether or 
not exposure of the two ethnic groups to training serves to reduce the 
significant gap which exists between them with respect to their personal 
philosophies of management. The results in Table 3 indicate that no sig- 
nificant trend is discernible. In nine instances, the differences in at- 
titude between the two groups are reduced, when comparing mean scores be- 


tween little and much training, while in six others, the gap is increased. 


In conclusion, it is apparent that irrespective of the amount of 
human relations training received, the French Canadian manager, much more 
than the English Canadian manager, holds to a Theory X philosophy of man- 
agement. Although French Canadian managers who have received much train- 
ing are less inclined toward a Theory X conception of others in the work- 
place than are those who have received little training, there is no evi- 
dence in these research findings that extensive exposure to human rela- 
tions training programs of the type conducted up to the present time in 
industrial organizations results in significantly reducing the wide dis- 
parity between the two groups with regard to their personal philosophy of 


management. 


Let us now tum to an analysis of Scale I of Component 1. The 


higher the mean score on this scale, the greater the tendency on the part 
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of the manager to view his authority as unimpeachable and infallible, and 
the stronger his need to guard and preserve his status in the workplace. 
Tables 4 and 5 show that among managers who have received little human 
relations training, as well as among those who have recived much, the 
trend of difference between the two ethnic groups is a statistically sig- 
nificant one. The French Canadian mean is higher than that of English 
Canadians in thirteen of the fifteen level comparisons in both Tables 4 
and 5. In Table 4, it can be seen that nine of these differences are of 
significant magnitude, while in Table 5, six differences of large magni- 


tude are revealed. 


These results indicate that French Canadian managers as an 
ethnic group value much more highly the status of their position of man- 
agerial authority than do English Canadian managers as an ethnic group, 
regardless of the amount of exposure to human relations training they 
have had. However, (as in the results of scale H previously described 
in this chapter), a significant trend does show through among the French 
Canadian management groups as shown in the data presented in Table 6. In 
eleven of the fifteen comparisons across levels and companies, French Cana- 
dian managers who have received much training show lower mean scores on 
Scale I than do members of that ethnic group who have received little hu- 
man relations training and three of these differences are of large and 
important magnitude. This trend is 4 statistically significant one, re- 
vealing that on the whole, French Canadian managers who receive more hu- 
man relations training are significantly less status-oriented and less 


concerned with guarding their authority than are their colleagues who 
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Table 7.4 = Distributions of Mean Scores on Status Needs, Scale I, for 
French Canadian (FC) and English Canadian (EC) Managers who have 
Received from 0 to 60 Hours of Human Relations Training, shown by 
Company (C) amd by Organizational Levels (L) within Companies, 
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Indicates a statistically significant difference between the two 
means at the .03 level of confidence. 
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Table 7.5 = Distributions of Mean Scores on Status Needs, Scale I, 


for French Canadian (FC) and English Canadian (EC) Managers who 
have Received from 61 to 120 Hours or more of Human Relations 
Training, shown by Company (C) and by Organizational Levels (L) 
within Companies. 
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have had less training. 


This trend toward less concern for status with greater amounts 
of training does not hold up among the English Canadian group, however. 
In only five instances do managers of this ethnic group who have received 
more training show lower Scale I mean scores than those who have received 
less, while in an equal number of cases, their mean scores on the scale 
actually increase, indicating that with more training, there is more con- 
cem for the status of one's position. In the remaining five cases, the 
mean scores are equal, meaning that attitudes towards one's status re- 
main unchanged. As in the case with Scale H, an important point to 
note here is that, as the results for this scale revealed in Chapter V 
(see table 3), the French Canadian management group showed much higher 
mean scores than did the English Canadian management group. In view of 
this, there would be a greater probability that the former group would 
"lose" some of their preoccupation with the status of their position than 
would the latter (who are already much less concerned with status and 


authority in their job). 


It can also be seen in Table 6 that the differences between the 
two groups in their attitude toward the status of their position do not 
narrow to any significant extent as a result of the exposure of the two 
groups to more human relations training. In eight cases, the attitude 
differences between the two groups are reduced, in three cases the gap 
between them remains the same, and in four instances, the disparity ac- 


tually increases. 
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Table 7.6 = Distributions of Mean Scores on Status Needs, Scale I, for 
French Canadian (FC) and English Canadian (EC) Managers who have 
Received from 0 to 60, and Those who have Received from 61 to 120 
Hours or more of Human Relations Training, shown by Company (C) and 
by Organizational Levels (L) within Companies, 
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Indicates a statistically significant difference between the two 
means at the .03 level of confidence. 


4, nett ene - 


7 


ows si) asswaad sonszstalh Inastitapls = ltnots 
s2onsbhiano re 


- 591 - 


One can conclude from these findings then, that regardless of 
the amount of human relations training received, the French Canadian 
manager,to a much greater extent than his English Canadian colleague, 
values the authority and prestige of his management role. Despite the 
fact that French Canadians who have had much human relations training 
tend to be less status conscious than those of the same ethnic group 
who have had little training, there is no indication that the two ethnic 
groups are brought closer together to a significant degree in terms of 
their attitudes toward this dimension of Component I as a result of ex- 
tensive exposure to human relations training programse In considering 
both the Interpersonal Premises (Scale H) and Status Needs (Scale I) 
dimensions of Component I of the leadership model then, one can conclude 
that although French Canadian managers do show some tendency to change 
their management philosopy toward that of English Canadian managers as 
a result of extensive human relations training, the disparity between 


the two groups remains a very wide one. 


Scale J, one of the two scales which measures the Task Orien- 
tation dimension of Component II is now to be considered. It should be 
noted that the higher the mean score on this scale, the greater the en- 
phasis on the "pressure to produce" aspect of Task Orientation. The mean 
comparisons shown in Tables 7 and 8 reveal that among managers who have 
received little human relations training,as well as among those who have 
received much training, the trend of differences between the two groups 


is a significant one, indicating a cultural difference in the attitudes of 
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Table 7.7 © Distributions of Mean Scores on Task Orientation, Scale J, 
for French Canadian (FC) and English Canadian (EC) Managers who have 
Received from 0 to 60 Hours of Human Relations Training, shown by 
Company (C) and by Organizational Levels (L) within Companies, 
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Indicates a statistically significant difference between the two 


means at the .03 level of confidence. 


ub oiaoe OB? 8 28 ns 
xd en” gore eres ae i piles 
sHotasqmod whistw (1) st an hn DY ean 


a AE SE ah gpa et sree preg) CRP ania meremeremagugetan 


ae 
oe) rest ot ek wad _ 


ee ee ee ee ee 


ey co ae 
ns ; iiaye mad: | siveed ne paar ' 
2.3 (dL) O.f (08) | a 
F ape io (fypawe Ye | 
| ®.9 (TE ) é,o (tea) 23 
eee em ae ae erat cm cone 1 ; =f. “8 ia 
| | " 
Be (és > 208: CE2)) =. oF remy ey .? 
%&2 te) £68 (ED fogR es o wu Soe 
i | 4 @ D way 
2.2 (Of 2 *e.a (ed) ft OF Fs) 
| a Oly oa 
$18 GE ) 8.2 (a) |} og 3 
: : : Guess Ol os 
: 
2a (fb » iyo CS) “aed (THD POR vets.s 
fa OULD 8.2 (ac) - Ted (ee fh om | 7 
i 
‘* : 
Evd (OS. 2 Bede ged footy oh re 
Tee (ted 8 (1A) | og gone 
| | a 
2.8 (st) Sd tear) ®.€ (80s) | RY ,? 
; : i oy 
ea (2 ) 0.8 tas) fod (25) ff op 
®.o (2 ) ‘ to - ‘ | OF 
bed (RE) ae ee h pa 


owl sil nsawisd sane19liib 3agobtingta vilsotselinse s eat: 
-99nablinos io level £0. fd : 
7 


7 7 ae _ 
iL? 7 7 ee a 


Table 7.8 © Distributions of Mean Scores on Task Orientation, Scale J, 


for French Canadian (FC) and English Canadian (EC) Managers who 


have Received from 61 to 120 Hours or more of Human Relations 


Training, shown by Company (C) and by Organizational Levels (L) 
within Companies, 


Gt, FC 
C I EC 
c, FC 
Gs, EC 
Gare FC 
ae EC 
Ser FC 
Ga, EC 
Gee FC 
C, EC 
Con FC 
Cy EC 

FC 
ee ie 

EC 
Ol, 32S 


( 44) 


5.9 


525 


Indicates a statistically significant difference between the two 


means at the .03 level of confidence. 
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the two groups toward the Scale J aspect of Task Orientation. This can 

be seen by the fact that for those having received little human relations 
training, the French Canadian means are greater than those of their Eng- 
lish Canadian counterparts in ten level comparisons and of these ten, two 
are larger by a significant amount. For those having been exposed to 
much training, French Canadian means are larger in eleven cases (one being 
equal), with five of these eleven differences being greater by a signifi- 


cant amount. 


This pattern of results indicates that despite limited or ex- 
tensive exposure to training, French Canadian managers, much more’ than 
their English Canadian colleagues, are predominantly concerned with volume 
output and favour pressure tactics in order to get production out. Table 9 
indicates that over companies and levels, no significant trend toward less 
Task Orientation (in the sense of using pressure tactics) is evident among 
either the French Canadian or the English Canadian group when the means of 
those who have received little human relations training are compared to 
the means of those having been exposed to much training. For the French 
Canadian groups, the means decrease in size between the two degrees of 
training exposure in eight cases, in six they actually increase in size, 
and in one case, they are the same. For English Canadian managers, the 
means diminish in four instances, are greater in nine, and are the same 


between the two levels of training in two cases. 


The reader should note here that in the analysis of Scales H 


and I, it was found that French Canadian groups who had received much 
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Table 7.9 «© Distributions of Mean Scores on Task Orientation, Scale J, 
for French Canadian (FC) and English Canadian (EC) Managers who have 
Received from 0 to 60, and Those who have Received from 61 to 120 
Hours or more of Human Relations Training, shown by Company (C) and 
by Organizational Levels (L) within Companies, 


L , L, 
a1n120+|) 0060 | ehh 
oe 6.3: 
c 65> 48 
1 ‘| 
c 3 FC 5,6 529 
Cc 3 EC 526 5e2 
* 
Dac FC 505 Tel | 
C 10 EC 6,2 Fs ae 
Cy, FC 6.5 6.0 |! 6.5 665 
oF EC 568 507 | 661 bel 
Ce FC 6.3 69 | 
c . EC Se7 642 
Cc 2 FC | 59 Dik t Gin 6.0 6.5 6.9 
’ v1 + 
Cy EC |; 6,3 6el i} 620 509 |: 609 409 


teh 


EC 604 Sen 
Pies ges 


% 


Indicates a statistically significant difference between the two 
means at the .03 level of confidence. 
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human relations training were, respectively, less Theory X-oriented and 
less status-conscious than members of their own ethnic group who had 
received little human relations training. It was important to deter- 
mine whether the lower means of those French Canadians who had received 
much training had resulted in significantly diminishing the gap between 
the two ethnic groups with respect to these two aspects of their mana- 
gerial philosophy which existed among those managers with little human 
relations training, or whether the reduction of the French Canadian means 
was insufficient to bring the two groups who had received more training 
"closer together" in their managerial philosophies. With respect to Scale 
J, since the means did not change to a significant degree for either the 
French Canadian or English Canadian groups between the two levels of ex- 
tensiveness of training, then no narrowing of this gap between the at- 
titudes of the two groups could occur. Thus, an analysis of this type 
done for Scales H and I was not necessary. It never is necessary to 
conduct this analysis unless the means are significantly different be- 
tween the two degrees of extensiveness of training for one or both ethnic 


groupSe 


Tables 10 and 11 show the results for Scale K of Component II 
of the leadership model for, respectively, less than sixty hours, and six- 
ty hours or more of human relations training. The reader will recall that 
the higher the mean score on this scale, the stronger the manager's Task 
Orientation as reflected by the emphasis he places upon the "target-set- 


ting" or "task structuring" function of his role as a leader. The data in 
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Table 7,10 = Distributions of Mean Scores on Task Orientation, Scale K, 
for French Canadian (FC) and English Canadian (EC) Managers who have 
Received from 0 to 60 Hours of Human Relations Training, shown by 
Company (C) and by Organizational Levels (L) within Companies, 
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7 Indicates a statistically significant difference between the two 


means at the .03 level of confidence. 
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Table 7,11 © Distributions of Mean Scores on Task Orientation, Scale K, 
for French Canadian (FC) and English Canadian (EC) Managers who have 
Received from 61 to 120 Hours or more of Human Relations Training, 


shown by Company (C) and by Organizational Levels (L) within Companies, 
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Indicates a statistically significant difference between the two 
means at the .03 level of confidence. 
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these two tables reveal that among managers who have received little 
human relations training, as well as among those who have received 
much training, the trend of difference between the two groups is a 
significant one. It can be seen in both tables that the English Cana- 
dian mean scores surpass those of the French Canadian groups at thir- 
teen of the fifteen levels. in Table 10, nine of these thirteen dif- 
ferences are larger by a significant amount, while Table ll shows that 


eight of the thirteen English Canadian means are significantly larger. 


These results clearly show that,irrespective of extensiveness 
of human relations training received, English Canadians are more task 
oriented (in the sense described above) than are French Canadians. In- 
spection of the data in Table 12 shows unequivocally that over companies 
and levels, no significant trend toward greater Task Orientation is shown 
for either the French Canadian or the English Canadian group when the Scale 
K means of those who have received little training are compared to the means 
of those having had much exposure to human relations training programs. For 
the French Canadian group, the means increase in size between the two de- 
grees of training exposure in five instances, in six cases they are smaller, 
and in four they are the same. For the English Canadian group, a similar 
pattern occurs, with three larger means, six smaller ones, and six of the 
same magnitude when comparing the O to 60 hours with the 61 to 120 and 


more hours categories of training received. 


It is important to note that (as was the case with Scale J), 
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Table 7.12 = Distributions of Mean Scores on Task Orientation, Scale K, 
for French Canadian (FC) and English Canadian (EC) Managers who have 
Received from 0 to 60, and Those who nave Received from 61 to 120 
Hours or more of Human Relations Training, shown by Company (C) and 
by Organizational Levels (L) within Companies, 
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Indicates a statistically significant difference between the two 
means at the .03 level of confidence, 


———————————— 
ie | 
nf ro pewpt heeastcd ane oe. 


it 


ae 
"oni 


3" of | J 
+08 Leld P40 | wOstas2 a; D le ft eté@!| gave OO 


ows odd asowted sonetstttb snapliingte Ytestseliaza # asdpot! 
.songbtinos Yo Llavel €0, sf? Ja 
7 a —— 


- 601 - 


since there is no significant trend of difference in mean scores for 
either the French Canadian or the English Canadian groups between the 
two degrees of exposure to human relations training, it necessarily 
follows that the large disparity in attitude between the two ethnic 
groups, in this case with regard to the target or standard-setting 
function of the manager's role, remains large, a finding brought out 
previously in Table 5.5. In short, exposure to even extensive human 
relations training does not seem to have any significant effect on this 


aspect of Task Orientation. 


The next scale to be analyzed is Scale L of the Consideration 
of Others dimension of Component II. The higher the mean score on this 
scale, the greater the Consideration of Others in the sense that the man- 
ager takes more into account the needs and feelings of others in his deal- 
ings with them in the workplace. The data in both Tables 13 and 14 indi- 
cate that both among managers who have received little human relations 
training as well as among those who have received much training of this 
type, the trend is a significant one in the direction of larger means for 
English Canadians. In Table 13, it can be seen that in ten instances the 
means of the English Canadian group surpass those of the French Canadian 
group (in three cases the means are larger and in two, the means are equal), 
with six of these ten instances showing the English Canadian mean to be 
greater by a significant amount, while in Table 14, the data show the Eng- 
lish Canadian mean to be larger in twelve instances, with four of them 


larger by a significant magnitude. 
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Table 7.13 = Distributions of Mean Scores on Consideration of Others, Scale 
L, for French Canadian (FC) and English Canadian (EC) Managers who have 
Received from 0 to 60 Hours of Human Relations Training, shown by 
Company (C) and by Organizational Levels (L) within Companies, 


L, L L, 
Cy FC ( 25) 625 ( 10) 7.8 
cy EC ( 28) 6.5 ( 30) 7.6 
Cc, FC ( 50) 665 ( 22) 764 
Cc , EC ( 37) 606 ( 27) 7.65 
C 10 FC ( 48) 6.1 ( 10) 7.2 
C 10 EC (69) 6.7 C539) 7ia7 


Cc 4 EC (039) 9746 (424) #823 (4h3). 2889 
* 
C 5 FC ( 83) »509 (922) 67¢@7 
C 5 EC (144) 6.9 («38) 37764 
* * 
C 2 FC (208) 6.6 (144) 7el ( 12) 6.6 
C 9 EC (224) 7605 (927) 78? (226) 7890 
FC = - z 
Ors i, 5 (eas) aca 
EC 6 ra - - 
Cc 1S 6, 5 ( 39) 7.7 


x 
Indicates a statistically significant difference between the two 


means at the .03 level of confidence. 
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Table 7,14 - Distributions of Mean Scores on Consideration of Others, 
Scale L, for French Canadian (FC) and English Canadian (EC) Managers 
who have Received from 61 to 120 Hours or more of Human Relations 
Training, shown by Company (C) and by Organizational Levels (L) withi. 


Companies. 
| sa me Pact, 
ar Ro weC9)~ Fed Cy. Cae 
Cc, EC} ( 27) 6.5 (47) 747 
C3 FC c 759" or "5 59997 26 
Cc, EC} (45) 6.9 ( 46) 7.8 
C 10 Foil ( 25) 665 Cuil duhed 
© 10 EcH] (€ 55) 667 (5339) 208 
* * * 

- rcll ( 84) 6.7 ( 84) 767 ( CHO 
oA ec] (108) 7.4 (145) 8.2 (44) 805 
C * 

5 Fc (€ 62) 662 ( 21) 6.9 
. 5 EC (106) 6.7 53) 74 
Co roll (© 97) 608 (102) 7.3 e sgeerike 
Bee ecll (53) 720 (83) 7.5 (22) 7.9 
uo 1, 3 - : : " _ Czy Tes 
eehonees pe Sreke f : ; ” (63) 8el 


Indicates a statistically significant difference between the two 
means at the .03 level of confidence. 


eet 


8. 


&.8 


18 


ow? 349 neaswtod sogetatilbh juaopbe 


tc. 3 


(ss ) 


(si > 
(€9 ) 


Ae¥ 408 > 


2.0 (vs ) 


sia TD) 


ad 


068 
¥.d 


te yi 
s2anehlinos 


(ea) 


(2s) 
(2a) 


(48 ) 
€801) 


(ca ) 


(801) 


(ve > 
(ée ) 


petentents, & 293 2 7 
2 taal he, a 


a oe 


Rie a 
4 
By 2? 
1 ot ? 
2a “> 
of od 
on P” 
.. Q 


- 604 - 


These results show that English Canadian managers as an ethnic 
group have a significantly stronger tendency to take the needs and feel- 
ings of others into account in the work setting than do their French Cana- 
dian counterparts, and this trend holds regardless of the amount of ex- 
posure the two groups have had to human relations training programs. 
Turning to Table 15, the results here show that no significant trend toward 
greater Consideration of Others exists for either the French Canadian or 
the English Canadian group when managers who have had much human relations 
training are compared to those having received little training. For the 
French Canadian group, the means of those who have had much training are 
larger than those who have had little in nine instances, in five the means 
are smaller, and in one case, the means are equal. In the corresponding 
comparison for the English Canadian group, the means are larger in six 
cases, smaller in six, and equal in three. Thus the management members 
of neither group are significantly affected in terms of their Consideration 
of Others as measured by Scale Le Since the attitudes of both groups re- 
main substantially the same, the large difference between them with respect 
to Scale L, which has been described in Table 5.7, remains unchanged ir- 


respective of amount of human relations training received. 


Tables 16, 17 and 18 show the means of the two ethnic groups on 
Scale Me On this scale, the larger the mean score, the greater the degree 
of Consideration of Others in the sense that more concern is shown for the 
development of a broad and general climate of good human relations, and the 


establishment of a pleasant tone in one's interpersonal relationships within 
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Table 7.15 = Distributions of Mean Scores on Consideraticn of Others, 
Scale L, for French Canadian (FC) and English Canadian (EC) Managers 
who have Received from 0 to 60, and Those who have Received from 61 
to 120 Hours or more of Human Relations Training, shown by Company 
(C) and by Organizational Levels (L) within Companies. 
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C 3 FC 6.5 6.4 7e% 7.6 ty 
{ 
: 
| 
C 10 EC 6.7 6.7 7/7 728 | 
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Indicates a statistically significant difference between the two 
means at the .03 level of confidence. 
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Table 7.16 = Distributions of Mean Scores on Consideration of Others, 
Scale M, for French Canadian (FC) and English Canadian (EC) Managers 
who have Received from 0 to 60 Hours of Human Relations Training, 
shown by Company (C) and by Organizational Levels (L) within Companies, 


| L 2 3 

cy Fo] (59) 8.6 (16) 8.8 
Cy EC ( 43) 8.5 € 36) SeF 
C , FC ( 52) 8.8 €.23) Ge3 
C EC ( 37) 8.8 ( 27) 8.9 
C 10 FC ( 49) 8.8 C 26y Fel 
© 10 EC ( 64) 8.6 ( 39) 8.9 
Cy Fc] (67) 9.0 (27) 9.3 ( b 95 
. 4 EC (39) 8.9 ( 24) 9.2 ( 07) 9e2 
Cs FC ( 82) 8.8 ( 23) 9.0 
Cs EC (143) 8.8 ( 37) 8.9 

* 
C5 FC (207) 9.0 (144) 9.0 (12) 9.0 
C9 EC ( 26) 8.7 ( 26) 804 ( 6) 8.8 
a4. 5 | FC 7 8 ts ( 5) 849 
"x, 8. 1m) 5) fC : . - - ( 38) 8.7 


a 
Indicates a statistically significant difference between the two 


means at the .03 level of confidence. 
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Table 7.17 - Distributions of Mean Scores on Consideration of Others, 
Scale M, for French Canadian (FC) and English Canadian (EC) Managers 
who have Received from 61 to 120 Hours or more of Human Relations 
Training, shown by Company (C) and by Organizational Levels (L) within 


Companies, 
| ini ae wie 
Cy, FC | (~37).-8 68 C199) 961 
Cy EC (39) G55 ( 47) 8.8 
* 

Cc, FC Ar hE, a <r ( 58) 9,2 
Cc. EC ( 46) 9.0 ( 46) 8.6 
C10 FC Con)" 8.5 (Lr)? "Ser 
C 10 EC ( 55) 8.5 C52). 655 

| * 
C, FC ( 84) 8.8 ( 85) 9.0 Oe OE 
C. EC (109) 9,0 (144) 942 ( 44) 9.2 
C FC ( 60) 8.6 ( 21) 8.9 
Cs EC (101) 84 ( 54) 8.5 
Cc, FC (97) 8.8 (101) 94 { 595 35% 
C 9 EC ( 55) 8.6 ( 85) 8.26 C2234 Jeu 
Ee l, a 10, in| FC = ad = - ( 14) 9.1 
e 1, 3, 10, 5 EC z F , ( 64) 8.9 


Indicates a statistically significant difference between the two 
means at the .03 level of confidence. 
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Table 7.18 = Distributions of Mean Scores on Consideration of Others, 


Le ER RN | 
— 


C 


Scale M, for French Canadian (FC) and English Canadian (EC) Managers 
who have Received from 0 to 60, and Those who have Received from 

61 to 120 Hours or more of Human Relations Training, shown by Company 
(C) and by Organizational Levels (L) within Companies. 
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Indicates a statistically significant difference between the two 
means at the .03 level of confidence. 
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the work-setting. Reference to Tables 16 and 17 revealsthat among mana- 
gers who have received Little human relations training, as well as among 
those who have received much, the trend is toward higher mean scores for 
French Canadian managers than for English Canadian managerse Table 16 
shows that for those who have had little training, the French Canadian 
mean surpasses the English Canadian mean in thirteen cases (two means 

are equal), and of these thirteen, two are significantly greater. Like- 
wise in Table 17, French Canadian means are larger in eleven cases (the 
means being of equal magnitude in one instance), and again, two differ- 


ences are large by a significant amount. 


Thus, irrespective of amount of training received by both ethnic 
groups, French Canadian managers as a cultural group value significantly 
more than do English Canadians the more general and abstract notion of 
good human relations in the workesetting, Table 18 shows again that no 
significant trend toward greater Consideration of Others (in the sense 
reflected in Scale M) is evident for either the French Canadian or the 
English Canadian group in contrasting much with little training received. 
For both ethnic groups, the pattern of change is the same: five instances 
in which the means are larger for much,in contrast to little,training, two 
cases in which they are equal, and eight in which the means are lower in 


magnitude. 


As previously discussed, it is evident that since the difference 
between the two ethnic groups was significantly great on Scale M (as shown 


in Table 5.6), and since no significant trend of difference in the means of 


- 


7 

i. a Y 
“ona reno 30d saves TL ban 3H oT c ane B 2 
boar rae ; i in iaicniedh e 


pp vaeae fin AOPP 
oti AF Alt cn ngeeehee se aes eeatichsy: 
rot cat sniendiawnduaaiak nae a oe 
¥ at ae iy huss >e e , 
at older “vex an ae yghen pane . 


vo gta (EP ehated bred Tang » tty - 

nathan? doneri oi3 sgntntera es batt evad rt OES. 
onsen ovd) ind. snared: Galle sats Wily 
-ofl Jaadierg ylonsotBtagte sxe owt ,nesdtida, 
eit) aeeen meveis ni vogzal ov aanom aBtbane? | St older ab nt 


“r2tith ow efkeas bas feoastent 9n0 al abu ingen Loupe to —e somon 
-3aoas ‘dnaottingte s xd ogral ta doe 


; 3 
sinije dyad yd baviesoy antnitart lo 3nuons 3o avisseqaer7! .audT 
visnsotitngte aulav quorg Isaytivo » es etsgenam natbansd donexd <2quorg 

to nol3on Joestade bas leteney etom oft anatbanad de ttgnt ob nsai3 atom 

on 3802 tigge ewode Of soldat sgutsgeeqstz00 ol} at enottelex nemurd boog 
ganse alt mt) exei20 to nolteteblano) t9J3ae1g brawod baasd Jaaobitogke. 
ait to Agkbaas> tionetT sit tediie rot tnebive ei (M sleoe nk betoslier 
-bavieces goinkess of33%1 d3iw doum gnkzeatiaos nt quozg niibenad detigad 
seonatent evil j;emsae oft ak agnads Yo mtesisq ods <2quotg otadse dtod 10% 
ows santnterd.etIItt og Jeexsnoo at, doum 10% teyzal exe ensom odt foldw at 


~ 


ni Yewol sts antes of? dotriv at digits boa ,laupe sta ysdd dotde nt 29882 


eonsigtith eda Sante Jad? Jasbive et Jt ,beezvseltb qiavolvergq eh 
nwons #6) M 3isod no $eevg Yliaeotlingte asw aquotg oindie ows 


to esesm oft mi sonerstitb to bast Jngotitngia on sonts bas (ds * 


= lb: > 


either group between the two levels of training exists, French Canadian 
and English Canadian managers remain far apart in their attitudes toward 
this aspect of Consideration of Others, that is, French Canadians consider 
more important than do English Canadians the broad and abstract idea of 
good human relations. In considering both the Task Orientation and Con- 
sideration of Others dimensions of Component II of the leadership model 
then, it is clear that the wide differences between the two groups remain 
essentially unchanged, and unaffected by even extensive exposure to human 
relations training. Neither group showed any significant change in their 
attitudes toward tasks and people involved in these tasks, and hence the 
wide disparity between the two ethnic groups which was shown in Chapter V 


with respect to Component II remains substantially the same. 


The next scales for consideration are those included in Compo- 
nent III of the leadership model, Scale N and Scale O, dealing respectively 
with attitudes toward Participation in Decision-Making, and Supervisory Con- 
trol, For Scale N, the higher the mean score, the greater the degree to 
which the manager favours the participation of subordinates in Decision- 
Making, while for Scale 0, the higher the mean, the less the degree to 
which close supervision of subordinates is favoured (that is, the more the 
manager believes that a subordinate ought to be afforded relative freedom 
and autonomy in his work). The data in Tables 19 and 20 indicate that for 
Scale N, among those managers who have received less than 60 hours of train- 
ing, as well as those who have been exposed to 60 to 120 hours or more of 


training, the English Canadian means surpass the French Canadian means to 
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Table 7,19 « Distributions of Mean Scores on Participation in Decision- 


Making, Scale N, for French Canadian (FC) and English Canadian (EC) 
Managers who have Received from 0 to 60 Hours of Human Relations 
Training, shown by Company (C) and by Organizational Levels (L) 
within Companies, 
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Indicates a statistically significant difference between the two 


means at the .03 level of confidence. 
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Table 7.20 - Distributions of Mean Scores on Participation in Decision- 
Making, Scale N, tor French Canadian (iC) and English Canadian (EC) 
Managers who have Received from 61 to 120 Hours or more of Human 
Relations Training, shown by Company (C) and by Organizational 
Levels (L) within Companies. | 
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Indicates a statistically significant difference between the two 
means at the .03 level of confidence. 
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the extent that a cultural trend of difference is indicated between the 
two groups for both of these levels of training. For those managers 
receiving little training, in fourteen level comparisons the English 
Canadian mean is larger, and in eight of these fourteen, differences 

are of statistically significant magnitude. For those having received 
much training, the English Canadian mean Surpasses that of the French 
Canadian mean in thirteen instances, of which ten of these thirteen are 
larger by a significant amount. Thus English Canadians,to a signifi- 
cantly greater extent than French Canadians, favour the participation 
of subordinates in the Decision-Making process at work irrespective of 


amount of training received. 


An examination of Tables 22 and 23, which compare the means of 
the two ethnic groups on Scale O according to the two respective levels 
of human relations training, reveals similar results. For those with little 
human relations training, English Canadian means are larger than those of 
French Canadians in thirteen comparisons, indicating again a cultural trend 
of difference, and seven of these means are larger by a significant amount. 
For those with much human relations training, English Canadian means sur- 
pass French Canadian means in twelve instances, of which again, seven means 


are larger by significant amounts. 


Taking these results for Scale N and Scale O together, this pat- 
tern of results indicates that irrespective of extensiveness of human rela- 
tions training received, English Canadians favour significantly more than 


do French Canadians the participation of subordinates in Decision-Making, 
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Table 7,22 - Distributions of Mean Scores on Supervisory Control, Scale 
0, for French Canadian (FC) and English Canadian (EC) Managers who 
have Received from 0 to 60 Hours of Human Relations Training, shown 
by Company (C) and by Organizational Levels (L) within Companies, 
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Indicates a statistically significant difference between the two 
means at the .03 level of confidence, 
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Table 7.23 - Distributions of Mean Scores on Supervisory Control, Scale 
0, for French Canadian (FC) and English Canadian (EC) Managers who 
have Received from 61 to 120 Hours or more of Human Relations Training, 


shown by Company (C) and by Organizational Levels (L) within Companies. 
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Indicates a statistically significant difference between the two 
means at the .03 level of confidence. 
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and also favour significantly more the notion of a general rather than a 


close type of surveillance of subordinates! efforts in the workplace. 


As indicated in Table 21, which shows the combined data for 
Scale N, and in Table 24, which presents this data for Scale 0, no sig- 
nificant trend toward more favourable attitudes toward the involvement 
of subordinates in Decision-Making (scale N), nor toward less control 
of subordinates* work (scale 0), occurs for the French Canadian manage- 
ment group or for English Canadian managers between the two levels of 
exposure to human relations training. In Table 21, the French Canadian 
means increase (indicating a more favourable attitude toward participa- 
tion) between the two degrees of training exposure in nine instances, 
drop in size in four cases, and remain the same in two. For the English 
Canadian group, the means are greater in six cases, diminish in eight, 
and remain the same in one case between little and much human relations 


training. 


The data in Table 24 indicate that the mean score increases in 
nine cases (indicating less inclination to closely control the efforts of 
subordinates), decreases in five and remains the same in one instance be- 
tween the limited and extensive degrees of training exposure for French 
Canadians, while for the English Canadian group, five means increase, 
five diminish, and five remain the same between these two levels of train- 


inge 


It can be concluded from this pattern of results that since no 
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Table 7.21 © Distributions of Mean Scores on Participation in Decision- 


Making, Scale N, for French Canadian (FC) and English Canadian (EC) 


Managers who have Received from 0 to 60, and Those who have Received 


from 61 to 120 Hours or more of Human Relations Training, shown by 
Company (C) and by Organizational Levels (L) within Companies, 
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Indicates a statistically significant difference between the two 
means at the .03 level of confidence. 
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Table 7.24 - Distritutions of Mean Scores on Supervisory Control, Scale 
O, for French Canadian (FC) and English Canadian (EC) Managers who have 
Received from 0 to 60, and Those who have Received from 61 to 120 Hours 
or more of Human Relations Training, shown by Company (C) and by Organiza- 
tional Levels (L) within Companies. 
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Indicates a statistically significant difference between the two 
means at the .03 level of confidence. 
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significant trend of differences occurs for either ethnic group between 
the two levels of training exposure, it would follow then that the large 
disparity existing between the two rues with respect to these two as- 
pects of managerial style which was evident in Tables 5.8 and 5.9, re- 
mains the same despite relatively extensive exposure of these managers 

to human relations training. Thus the effect of training on the attitude 
dimensions of Component III, "Style of Management", is not a significant 


and important one. 


In summary, the over-all effects of human relations training on 
the attitude dimensions of the three components of the leadership process 
outlined in Chapter V, arelimited indeed. As the results have shown, there 
was no significant effect whatsoever on the attitudes of English Canadian 
managers in any of the attitude dimensions of the three components of the 
leadership process. This finding is not too surprising in view of the fact 
that, relative their French Canadian colleagues, they already evince atti- 
tudes toward leadership which tend to be "problem free", at least in the 
sense that,as an ethnic group, their attitudes toward the management of 
people seem adapted to and in harmony with the demands of large organiza- 


tions, and with the needs of other people within these organizations. 


With respect to the French Canadian group, some effect of train- 
ing was shown. Specifically, those French Canadian managers who have had 
extensive training showed a more positive, trusting attitude toward subor- 
dinates, and also tended to be less status-oriented than those who had been 


exposed to little or no training. Yet it appears that these significant 
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effects did not "carry over" in the. sense of effecting changes in other 
aspects of their approach to leadership as embodied in the attitude di- 
mensions of Components II and III. The French Canadian group remained, 
relative to their English Canadian colleagues, more prone to use pres- 
sure tactics on subordinates to fulfill production norms, and less dis- 
posed toward the target or standard-setting function of the managerial 
role, Though more favourable than their English Canadian colleagues to 
a generally pleasant and comfortable climate in the workplace, they are 
more inclined to take a "hard line" in their face-to-face dealings with 
subordinates. In addition, the French Canadian group, in sharp contrast 
to their English Canadian counterparts, remained less inclined to grant 
subordinates a "say" in work decisions, and more inclined to exert rigid 


control over their work efforts. 


In short, though extensive human relations training does have 
some impact on the managerial philosophy of French Canadians, this impact 
seems to be strictly confined to these attitude dimensions of Component I, 
and even with respect to these two attitudes, the wide disparity between 
the two groups was not reduced to a significant degree. These over-all 
results serve to illustrate the profound impact of culture on the atti- 
tudes of managers, an impact which far overrides the effects of any hu- 


man relations training program. 


In terminating this discussion, it is interesting to recall the 
research findings for Conflict Scale D presented in Chapter IV (see page 


283). In this analysis, it was revealed that the mean score of English 
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Canadian managers, while significantly higher than that of French 
Canadian managers, was not as high as it could or should be, indica- 
ting that the English Canadian group experienced a fair amount of 
conflict, feeling that they are as individuals, exploited and unappre- 
ciated in large business organizations. It was pointed out that this 
feeling prevails despite the extensive amount of human relations 
training undertaken by large industrial organizations in the past ten 
years. The results of the present analysis indicate the reason for this 
prevalence of conflict among English Canadians -- the fact that human 
relations training programs have no significant effect on the attitudes 


of these groups of managers. 


It has been suggested with respect to the present results, 
that the major reason for the negligible effect of training on the 
attitudes of English Canadians (in contrast to the small but noticeable 
effect it had on French Canadian attitudes) was due to the fact that the 
typical English Canadian manager is relatively "problem free" with respect 
to his attitudes toward the leadership process, while there was much more 
"room for improvement" among French Canadian managers. In view of the 
findings for Conflict Scale D, however, it would seem that English 
Canadian managers are themselves certainly not entirely free of problems 
with respect to the management of people, that is, there is some room for 
improvement among members of this ethnic group as well if a climate is to 
be created within which individuals have little or no strong feelings of 
being exploited or being members of an impersonal environment. This 


Suggests that it would be fruitful for organizations to review and evaluate 
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their approach to the whole issue of training in relation to problems 


of role conflict. 


Religious Affiliation 


It will be recalled in the analysis of the demographic char- 
acteristics of the sample presented in Chapter II that 98% of the French 
Canadian managers are catholic while 72% of the English Canadian managers 
are protestant. Though it was suggested that this question was a some- 
what academic one, since cultural differences between the two groups 
actually incrued such important factors such as religion, it was never- 
theless considered worthwhile to summarily investigate the extent to 
which differences in attitudes toward industrial leadership could be 
accounted for by this important cultural characteristic which serves 
to differentiate the two ethnic groupse Since the percentage of French 
Canadian protestant managers represented too few cases (only 30 managers) 
to permit a meaningful analysis within the French Canadian ethnic group, 
the exclusive focus will be upon the attitudes of English Canadian pro- 


testants, compared to those of English Canadian catholics (384 in number). 


The same general type of analysis as was conducted for the 
effects of human relations training will be employed in this part of 
Chapter VII. That is, the mean scores of English Canadian catholics on 
the attitude scales will be compared to the mean scores of English Cana- 
dian protestants. The sign test will be employed to determine whether or 


not a significant trend of difference exists between the two sub-groups 
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of English Canadian managers on the attitude scales dealt with, and 
the confidence interval test utilized to determine whether or not 
differences of significant magnitude occur at particular levels within 


companies. 


Unlike human relations training, whose effects on attitudes 
are more likely to be specific to certain types of attitude and dimen- 
sions (particularly to those included in the Management of People), the 
effects of one's religious upbringing are likely to be relatively broad 
and inclusive in scopee Hence, Religious Affiliation will be analized 
in terms of its effect on attitudes toward Organizational goals, and on 
Goal Conflict, in addition to the Management of People, since these atti- 
tudes incompass such broad factors as one's value system, one's obliga- 
tions to society and one's philosophy with respect to other people. The 
Work Motivation dimension,however, was excluded from the analysis be- 
cause of its hiehly specific relationship to the context of the manager's 
immediate job. As discussed in Chapter VI, our interest in the area of 
motivation was not to determine how an individual viewed these incentives 
from an idealistic standpoint, but rather how he felt about them in re- 
lation to his present job. Thus, any possible effect of religion on 
these highly specific attitudes riskSthe danger of being masked by 
local factors of the individuals’ present work environment. It was felt 
that,if religion did have an effect on leadership attitudes, it would at 
any rate be more likely to have an effect on the more general principles 


reflected in the attitude statements of the other dimensions. Besides, 
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most of the content of the motivation section are present, though form- 
ulated differently, in these other dimensions, Thus, the effects of 

religion on attitudes toward money, for example, can be more accurately 
detected by relating religion to Scale G (personal gain) than to State- 


ment A (salary) of the motivation section. 


With regard to the Organizational Goals dimension, the first 
analysis consisted in comparing the mean scores of these two religious 
groups on the economic orientation index derived from the partial paired- 
comparison questionnaire. ! The protestant group mean is 17.4 (6 6.3) while 
that of the catholic group is 16.5 (6 6.7). This difference is a statis- 
tically significant one and indicates that protestant managers tend to 
be somewhat more economic-oriented than catholic managers. In comparing 
the catholic mean to the fifteen French Canadian group means of Table 4.1, 
one finds that this catholic mean surpasses the French Canadian mean in 
nine of the fifteen comparisons. The trend is not a significant one, 
thereby revealing that religion does, to some extent, account for the 
cultural differences found to exist between the two ethnic groups on this 
particular point. It is interesting to note, however, that while the 
difference in means between protestant and catholic managers is .9 
(17.4 - 16.5), the median difference between French and English Canadian 
managers, as revealed from the data of Table 4.1, is 1./. Thus, religion 
obviously does not account for all of the difference between these two 
groups in terms of their respective degree of economic orientation, 


1 
The reader is referred to pages 109 and 110 of Chapter IV for a 


description of this index. 
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Turning to an analysis of each goal statement, Table 25 presents 
a mean number of times a given goal was chosen over the other goals, for 
catholic and protestant managers. It can be seen from the results of 
this table that significant differences between the means exist for four 
goal statements, namely: B,D, I and J. For Goals B and D, the protestant 
mean is higher than the catholic mean. Thus, protestant managers value 
Somewhat more than do catholic managers the notion of providing good 
service and a good quality product to the customer. It will be remembered 
that English Canadian managers, as an ethnic group, valued these same 
goals more than did French Canadian managers (see tables 4.15 and 4.17). 
For Goals I and J, it is the catholic mean which is higher than that of 
the protestant group. Thus, catholic managers value somewhat more than 
do protestant managers the active participation of organizations in 
community affairs as well as the reduction of unemployment. The reader 
will recall that French Canadian managers valued these two goals more than 
did English Canadian managers (see tables 4.22 and 4,23). Thus, religion 
certainly is a contributing factor of differentiation for these four goal 


statements, 


It is interesting to note, however, that cultural differences 
were also found to exist for Goals E, F, G and H. In fact, the two goals 
on which French and English Canadian managers differed most were Goals E 


(profit) and H (happiness of empioyees). Yet on these same two goals, as 


The reader is referred to pages 118 to 121 for a description of 
the measurement techniques used. 
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Table 7.25 - Means (M) and Standard Deviations (S.D.) of English Canadian 
Managers of Protestant and Catholic Religious Affiliation for Each of 
the Ten Organizational Goals. 
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Indicates a statistically significant difference between the mean 
of protestant managers and that of catholic managers. 
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well as the other two, F and G, no differences were found between 
protestant and catholic managers, as seen in Table 25. Hence, it is 
apparent that although religious affiliation does contribute to the 
existence of differences in attitude between the two ethnic groups 
with respect to organizational goals, its contribution is limited to 
those goals on which the two ethnic groups disagree the least of those 


on which they do disagree. 


In order to determine whether or not Religious Affiliation 
was related to the Goal Conflict scales or those of the leadership 
model, the means of English Canadian protestant managers and English 
Canadian catholic managers were compared for each scale at each level 
of each company. These distributions of ethnic group means for each 
scale are included in tables presented in Appendix F (one table per 
scale). For each scale, the number of times one religious group mean 
surpassed the other was computed and the sign test applied to determine 
the statistical significance of any observed trend of differences. 


Table 26 lists these trends for each of the Goal Conflict scales, 


It can be seen from the results that two scales, D and E, 
reveal a significant trend of differences in the direction of protestant 
managers expressing somewhat less role conflict than catholic managers. 
Catholic managers tend to feel slightly more that industry is inhuman, 
exploitative, and that the pursuit of material gain is incompatible with 
the general welfare of society. However, an examination of these mean 


differences presented in Tables 7 and 9 of Appendix F reveals that the 
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Table 7,26 « Listing of Goal Conflict Scales, Showing for Each the Number 
of Times, Across Levels Within Companies, the Mean Scores of English 
Canadian Protestant Managers Exceed those of English Canadian Catholic 
Managers (P > C), the Number of Times the Means are Equal (P < C), and 
the Number of Times the English Canadian Catholic Mean Exceeds that of 
English Canadian Protestant Managers (C > P), 
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Indicates a statistically significant trend (sign test), 
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median difference is .1 for Scale D and .2 for Scale E. Though statis- 
tically significant, these differences tend to be small in magnitude. 

On the other hand, the median cultural differences for Scales PD and E, 

as revealed from an analysis of the data presented in Tables 4.28 and 4,29 
are .8 and 1.0 respectively. Thus, the ethnic differences for the two 
scales far outweigh the differences between catholic and protestant 
managers on the same two scales, thereby indicating that Religious 
Affiliation has little to do with the existence of these respective 


cultural differences. 


Finally, Table 27 presents the same type of trend differences 
for the management scales of our leadership model. The results clearly 
indicate that none of these trends is statistically significant. Differ- 
ences between French and English Canadian managers there are not in any 
way related to the fact that almost all French Canadian managers are of 
catholic religious affiliation while the majority of English Canadian 


managers are members of the protestant religion. 


Thus, the effects of religious affiliation on differences in 
attitude between the two ethnic groups are limited indeed, In all but a 
few instances, no significant differences were found between English 
Canadian protestants and catholics in their attitudes toward the two broad 
dimensions of industrial leadership: Organizational Goals and the Manage- 
ment of People. Where these differences did exist, it was shown that 


religious affiliation contributed very little to the generally large 
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Table 7,27 Listing of Leadership Scales, Showing for Each the Number of 
Times, Across Levels Within Companies, the Mean Scores of English 
Canadian Protestant Managers Exceed those of English Canadian Catholic 
Managers (P > C), the Number of Times the Means are Equal (P = C), and 
the Number of Times the English Canadian Catholic Mean Exceeds that of 
English Canadian Protestant Managers (C > P), 
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H Interpersonal Premises 4 3 8 
Hl Interpersonal Premises 5 1 9 
I Status Needs 6 1 8 
J Task Orientation & 2 9 
K Task Orientation 8 2 2 
L Consideration of Others 9 0 6 
M Consideration of Others 5 2 8 
N Participation in Decisions 9 0 6 


O Supervisory Control 10 0 5 
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cultural differences found to exist between the two ethnic @roupSe 


In concluding this chapter then, it can be said that the 
extent of human relations training has no bearing on cultural differ- 
ences between French Canadian and English Canadian managers, and the 
religious affiliation of these managers plays a very minor role in 
shaping the distinctly divergent views they hold with regard to the 


aspects of industrial leadership studied in this report. 
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Chapter VIII 


The Etfects of Biculturalism on Management 
Attitudes and the Degree of Job Satisfaction of 
French Canadian and English Canadian Managers 
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As pointed out in Chapter I (see page 15), it was decided 
that the research project should include an analysis of two types of 
data which were considered to be revelant to the interpretation of the 
findings for this study. These were, respectively: (1) the rela- 
tionship between the degree of biculturalism among managers included 
in the study, and the attitudes of these managers toward industrial 


leadership, and (2) the general level of job satisfaction of managers. 


Degree of Biculturalism and Attitudes toward Leadership 


It was considered that the degree of one's exposure to, and 
familiarization with, a culture other than one's own might have some 
discernible effect on one's attitudes toward industry -- its aims and 
objectives and its leadership process. It is possible, for example, 
that the prolonged exposure of a manager to another culture might render 
him sympathetic to the views of that culture and to some extent "rub off" 
on him. As a consequence, he might to some extent adopt its values and 
outlook, and manifest attitudes which would be different than those he 
would possess had he not experienced this exposure. Conversely, this 
extensive exposure to another culture might conceivably have the oppo- 
site effect. An opportunity to mix with a culture other than one's own 
could convince a person that, in contrast to his own culture, the values 
and attitudes of the other one compare unfavorably indeed, and this 
realization could result in a stronger allegiance to his own ethnic 


milieu than would be the case had he not been familiar with the other one, 
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In short, exposure could very well have an effect on a manager's 
attitudes, whether this impact serves to reinforce his own cultural 
values or to modify his own thinking in the direction of the "other"! 


culture. 


In order to determine this relationship, it was necessary to 
develop an attitude scale which would measure the degree of one's 
biculturalism. Since this dimension is a rather broad one, it was 
important to include,in such a measure,statements which would tap the 
major forms that exposure to another culture can take, such as language, 
mass media (radio, T.V., newspapers and magazines), and personal contacts 
with members of the other culture, both inside and outside the work- 
setting. For this purpose, the statements reproduced below, showing 
for each the page number of the Questionnaire Booklet in which they can 
be found (see appendix Q. ), were employed to derive the scale which would 


measure the degree of biculturalism for members of each ethnic group. 


The questionnaire contained two forms (numbered separately) for 
each question, the one referring to the degree of one's contact with the 
particular aspect of the French Canadian culture, the other, the degree 
of one's contact with the particular aspect of the English Canadian 
culture. For the sake of convenience here, the two forms are combined 
into one. For convenience's sake also, the alternative answers presented 
for the respondent's choice are excluded in each question listed below. 


Questions 22-23: 'Do you read FRENCH (ENGLISH) newspapers and/or 
magazines? (page 22). 


soot Dior TE Rangel oy aka ell 


Qf “ 21 .qidenotsslex ns samo spa 

ky eal aid otucaom biuow dotdw elgoe sbuatite as, golay - 
4 
sew 31 amid baord x91tz87 & ef mokanomtb aida sone piven 
odd qed Binad tekae atnsmed ste voTuasom 6 | ova nt sbulont of Yagzogat 


wae + 


~sgeugnal es dove .gisd neo siiivs red3ons 03 ssvacqxs 3ad3 emsod yotan 


; o-Mresdi iis = «ts 
etaatnoo Isnonteq bas ,(esnissgam bea ataqaqewen Vet votber) vie 
-Arow orld abtesuo bas Shien? dtod ,e1udivo ted30 od3 et Pr Ls 

in? a. | ; — vr. e 
gritwoda eke bsoubotqe: etnemetate edt .seoqzuq ald 301 mers 
4 vy 7s : ib 
bivow doidw sisse ot oviseb ot beyolqns orew ,( .0 ae aon “bauod sd 


: 

1 Ay oe 
ne> yaa dotdw Ps 39fdood sttannottsey) sia Yo zodaun 9354 ond to ne 102 : 
squotg >ind39 obs Jo etSsdmom rol mebierud Iuotkd to goxgob § onl oruasom . 


¢ 
nw | “+e 


102 (yletsteqea botsdmyn) emzoi owd bentagnos othannolktesup, eT eden ' 
adt datw josinos e'eno to ssigob srit 03 gnizisie sao ed3. .cokjesup doas : 
so71geb 93 ,78d30 oft ,stuilyo netbansD donsiyE of3 io Joeqes teluotiieq ; 

: 


natbans) déligag aj io jJosges 1slustissq sa dtiw Josjnoo a'sno to 


benidwos sas amiot ows srlt .sted sonetnevaco to otee edi 10¥ .esu3dus 
beinesestq ayewens oviisnisiis sia ,o2ts oAse 2'sonsinavnoo 104 «eno otnt 


«wolsd boteil noitdesup doas at bebuloxe ets sstorio e'tnshnogess od? x02 


to\bns etegeqewsn (HeIJO“a) HOVEAA basx yoy of” +F8-Ss anoljesud 


(28 sane) tna 


Pi 


-~ 635 - 


Questions 24-25: "Approximately how many hours a WEEK do 
you spend listening to the radio or watching T.V. in FRENCH (ENGLISH)?" 
(page 23). 


Questions 26-27: "Do you have contacts at present with French 
Canadians (English Canadians) AT WORK?" (page 23). 


Questions 28-29: "At present, if you have French Canadian 
(English Canadian) friends or acquaintances OUTSIDE OF WORK (including 
work companions), how often do you get to meet at least ONE of them?" 
(page 23). 


Questions 32-33-34-35:! "What is the approximate percentage 
(%Z) of time that you speak French (English) AT WORK?" (page 24). 


Questions 36-37-38-39: "What is the approximate percentage 
(%Z) of time that you speak French (English) presently in YOUR OWN 
HOME?'' (page 24). 


Questions 40-41-42-43: "What was the approximate percentage 
(%Z) of time that French (English) was spoken in YOUR PARENTS'HOME, by 
yourself and the members of your immediate family (father, mother, brothers 
and sisters), during your years at school?" (page 25). 


Questions 44-45-46-47: "What was the approximate percentage (%) 
of time that French (English) was spoken in YOUR WIFE'S OWN HOME, during 
her years at school?" (page 25). 


Questions 58-59: "Have you ever attended a primarily French- 
speaking ( English-speaking) school, college or university?" (page 28). 


Questions 21-22; "What is the approximate percentage (Z) of 
French Canadians (English Canadians) among the employees under GENERAL 
supervision?" (page 36). 


Questions 23-24: "Before working for your present employer have 
you ever worked for one or many companies where the majority of management 
people spoke FRENCH (ENGLISH) at work?" (page 36). 


Questions 25-26: "How frequently did you have contacts with 
French Canadians(English Canadians) during your youth (up to 18 years of 
age)?" (page 36) 


Questions 27-28: “How many French Canadians (English Canadians) 
do you consider to be CLOSE PERSONAL FRIENDS of yours, if any?" (page 36) 


1 
The use of four numbers instead of two in some of these questions 


is for IBM coding purposes. The four numbers still refer to the single 
form of the question, 
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Questions 31-32: "How frequently do you write French (English)?" 
(page 37). 

Questions 35-36: “How frequently do you read French (English)?" 
(page 37). 

For these statements, the same procedure was followed as that 
used to derive scales for the Goal Conflict and Management of People 
dimensions of the study (see pages 135 to 143 of chapter IV for a review 
of this procedure), that is, the statements were intercorrelated separa- 
tely for each ethnic group, and those statements which were found to 
be intercorrelated for the French Canadian group as well as for the 
English Canadian group were used as the core scale (or scale of common 
meaning) to measure the degree of biculturalism. Those statements 
which were interrelated for the French Canadian group but not for the 
English Canadian group, and the reverse, and of course, those statements 
which were not related to the other statements for either ethnic group 


were excluded from the scale. 


Among the statements (listed above) used to derive a bicultu- 
ralism scale, all but three were retained. Those eliminated were 
Statements 40-41 - 42-43, ‘and Statement 58-59, because they were inter- 
related with the other statements for the English Canadian group but 
not for the French Canadian group, and Statement 23-24, which was not 


interrelated with the other statements for either ethnic group. Thus, 


: The reader is reminded that the use of four numbers instead of 
two for certain questions was for IBM coding purposes. 
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the Biculturalism Scale consisted of the remaining twelve statements 


listed on page 635 at 


Table 1 shows a comparison of mean scores of managers of the 
two groups across companies and levels on this scale of biculturalism.“ 
It can be seen in this table that the mean scores of French Canadian 
managers surpasses those of English Canadian managers at all fifteen 
levels, a trend which is highly significant. In fourteen of these 
fifteen comparisons, the means differ by a significant magnitude. These 
results show very dramatically that a strong cultural difference exists 
between the two groups. It is obvious from this data then, that French 
Canadian managers far exceed their English Canadian management counter- 
parts in exposure to, and familiarization with, the other culture, that 
is, French Canadians as an ethnic group are much more bicultural than 
English Canadians. This finding is not at all surprising in view of the 
fact that French Canadians, being within the context of industry, a 
minority group at management levels, have found it necessary to expose 
themselves extensively to the English Canadian culture in the Province of 
Quebec, while their English Canadian counterparts, being in the majority 


position (and to a large extent controlling the economy of that province), 


i For the intercorrelation matrices see Appendix K. The first matrix 
shows the intercorrelations between the statements used to develop the 
French Canadian scale of biculturalism (the statements reflecting exposure 
to the English Canadian culture). The second matrix presents the inter- 
correlations between the equivalent statements used to develop the English 
Canadian scale of biculturalism (the statements reflecting exposure to the 
French Canadian culture). 7? The higher the mean score, the greater the 
degree of biculturalism among the managers. 
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Table 8,1 = Distributions of Mean Scores on the Biculturalism Scale 
for French Canadian (FC) and English Canadian (EC) Managers, Shown 
by Company (C) and by Organizational Levels (L) Within Companies, 
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have not found it as necessary to familiarize themselves with the 

French Canadian culture. In addition, the English Canadian managers 
included in the research sample are much more Spread out geographically, 
that is, a large proportion of them reside in provinces other than 
Quebec, as shown in Tables 2.3 and 2.4, Consequently, the opportunities 
the majority of this group have had to familiarize themselves with the 


French Canadian culture have been severely limited. 


It should be mentioned here that the data presented in Table 1 
serve to lend validity to the bicultural scale utilized in this study, 
especially in view of the comments just made. The wide disparity in 
means between the two ethnic groups reflects an essentially true state 
of affairs with respect to the differential degree of biculturalism 
existing among the managers included in the study. Had the means not 
been significantly different, there would certainly have been serious 


doubts about the validity or usefulness of the scale. 


However, as pointed out in the beginning of this chapter, the 
question of really major importance is the extent to which the relation- 
ship exists between the degree of biculturalism of managers and their 
attitudes toward the two dimensions of industrial leadership: Organi- 
zational Goals and the Management of People.! Considering the Organiza- 


tional Goals dimension, it was of interest first of all to determine 


Here also, the data relating to Work Motivation was excluded 
from consideration for reasons outlined on pages 623 and624 of 
Chapter VII. 
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the relationship between the degree of biculturalism and the extent 

to which managers of each ethnic group value the economic goals of 
business. For each ethnic group, a correlation co-efficient (Pearson 
r) was computed between the scores on the biculturalism scale, and 

the scores of managers of each ethnic group on the partial paired- 
questionnaire which measures the degree of the managers' preference 

for Economic (over Social-Humanitarian) Goals. The correlations 
between the two scores on these measures were found to be .12 for 

the French Canadian group, and -.08 for the English Canadian group. 
Both of these correlations fall below the standard established as the 
minimum for considering a relationship to be of minimal consequence. 
These results indicate that no relationship exists between managers' 
degree of biculturalism and the extent to which they value the economic 
goals of business enterprises. Thus, for French Canadians, the extensi- 
veness of their exposure to the English Canadian culture bears no 
relationship to the degree to which they consider economic goals to be 
of value or importance to them. Similarly, the degree to which English 
Canadian managers are in touch with the French Canadian mentality does 
not systematically affect their attitudes toward the goals of business 


enterprises. 


The next matter for research investigation is the relationship 


between the degree of biculturalism and the responses of these managers 


: The reader is referred to pages 110 and lllof Chapter IV fora 


description of this index. 2 The reader is referred to page 1 of 
Appendix L for further details. 
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to: (a) the priorities they assign to each of these objectives, (b) 

the degree of conflict they perceive between organizational goals and 
their personal goals and other aspects of life, and (c) the attitude 
dimensions of the three components of the Management of People. These 
data are presented in Table 2, which shows for each ethnic group Pearson 
r correlations between the scores on the biculturalism scale and the 


scores on the goal priorities, conflict scales and management scales. 


It can be seen in this table that only one correlation barely 
reaches the minimum level of .15 previously referred to (see appendix L). 
Thus there is, for French Canadian managers, a slight relationship 
between degree of biculturalism and amount of perceived compatibility 
between organizational goals and the welfare of society (see scale Bie 
The relationship remains a very tenuous one, however, and on the whole, 
the research findings of this table clearly revealed that for all prac- 
tical purposes, within the bicultural setting of English and French 
Canadian managers, exposure to the values and norms of the other culture 
in no way influences one's attitudes, opinions, or personal values 
regarding the goals of industrial organizations, the degree of conflict 
one perceives between these goals and other relevant life goals, nor one's 


personal ideology of leadership practices in a superior-subordinate 


For all correlations reported in this chapter, the smallest N 
(number of managers) is 768. Thus, many of these correlations are, in 
fact, statistically significant from 0. They are all, however, too low 
to be interpreted as meaningful relationships. 
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Table 8.2 « Distribution of Correlations (r) Between the Scores on the 
Biculturalism Scale, and those of the Goal Conflict Sceles (A to G), 
the Management of People Scales (H to 0), and the Strength of feel- 
ing Index for Organizational Goals (A to J), Shown for French Canadian 
(FC) and English Canadian (EC) Managers, 
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relationship. The importance of this finding cannot be over-estimated. 
It indubitably lends veracity to the research results reported in 
Chapters IV and V, which clearly showed that, though the two ethnic 
groups are in constant interaction with each other within bicultural 
settings in industry, there also, the two groups hold highly divergent 
views toward the importance of organization goals and the degree of 
conflict expressed about these goals relative to other aspects of 
their lives, as well as toward their respective conceptions of the 
leadership process in industry. In addition, the results reported 
here lend validity to the argument presented at the conclusion of 
Chapter IV concerning the fallacy of conducting management training 
sessions along bicultural lines (see pages 237 to 242). Indeed the 
present results indicate that even when members of the two groups have 
had extensive exposure to each other's culture, including each other's 
language, the quite different values and attitudes of the two groups 


remain entirely intact. 


It is obvious, then, that bicultural exposure is not and cannot 
be an effective remedy to the problem of bridging the wide gap which 
exists between these two ethnic groups. Rather, the solution lies, as 
suggested in Chapter IV, in providing the French Canadian with oppor- 
tunities for self-examination, for an intensive scrutiny of his own 
attitudes with respect to industrial life, and the conflicts he experien- 
ces within this context as a French Canadian. Only in this manner will 


he be in a position to decide for himself whether or not he truly should 
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aspire to make industrial life a way of life. He has not as yet made 
this important decision, a decision which can only be taken on the 
basis of self-determination, Perhaps this is what, more or less 
consciously, the French Canadian is alluding to through the medium 
of his slogan "MaftresChez-Nous", Perhaps he has not been able to 
feel the necessary degree of autonomy within the context of present 
bicultural organizations to make that decision. At any rate, if 
French Canadians are to succeed in industry, they must orient them- 
selves on their own in this regard, and this cannot effectively be 
accomplished by exemplary exposure to the industrialized, economic- 


oriented mentality of his English Canadian counterpart. 


The Job Satisfaction of Managers 


As mentioned in the introductory chapter (see page 15), there 
is a prevailing opinion that French Canadians experience little satis- 
faction in an industrial work setting, particularly one predominantly 
Anglo-Saxon in ownership and management. It was of interest, therefore, 
to determine the degree to which members of this ethnic group, in 
contrast to their English Canadian counterparts, derive gratification 
from work in industry. Though many inferences can be made about the 
levels of satisfaction of the two groups on the research findings 
presented in Chapters IV, V and VI, it was considered worthwhile to 
present to managers of both ethnic groups a few direct questions pertain- 


ing to their general level of job satisfaction. 
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In order to do so, a series of statements were developed from 
which was derived a common scale which measures the degree of satisfac- 
tion one experiences from one's job. Again, the same statistical 
analyses were conducted in the development of this scale. For the 
reader's convenience, these statements are reproduced below, showing 
for each the page number of the Questionnaire Booklet in which they 
can be found (see appendix Q ). For the sake of convenience, only the 
first and last alternative answers presented for the respondent's choice 
are included in each statement listed below. 

Statement 68: "J find my job interesting:" (from "never" to 
"all the time'', page 29). 

Statement 70: "All in all, to what extent are you satisfied 
with the amount of pressure you have in your job?" (from "not at all 
satisfied" to "extremely satisfied", page 30). 

Statement 74: “All in all, to what extent are you satisfied 
with your chances for promotion to a better job or a higher level in this 
company?" (from "not at all satisfied" to "extremely satisfied", page 30). 

Statement 45: "What are your plans for the future?" (from "I 
intend to leave this company" to "as far as I can say presently, I would 
like to remain indefinitely with this company", page 39). 

Statement 47: "All in all, to what extent are you satisfied with 
the amount of influence you have on those decisions made by your superior 
that affect your work?" (from "not at all satisfied" to "extremely satis- 
fied", page 39). 

An analysis of the intercorrelations among these statements for 


each ethnic group! revealed that all of them were related to each other with 


sufficient strength to be included in the scale. Table 3 shows a compari- 


The intercorrelation matrices are included in Appendix kK, 
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son of the mean scores of managers for each of the two ethnic groups 
across companies and levels of management on this Job Satisfaction 
Scale. The results indicate that the English Canadian mean surpasses 
that of French Canadian managers in seven group comparisons. Conversely, 
the French Canadian mean is superior to the English Canadian one in six 
comparisons, the means being equal in the remaining two cases. This 
trend is obviously not a statistically significant one. It is apparent 
that, on the whole, both ethnic groups express a generally strong degree 
of satisfaction with their jobs (no mean is below 7.5, the standard pre- 


viously set to interpret these scale results). 


These results, taken at face value, indicate that managers of 
both groups are highly satisfied with their jobs. However, there is con- 
siderable room to doubt that these findings reflect an inherent and endur- 
ing sense of gratification on the part of French Canadians with regard to 
their work. With respect to this group, the research findings of Chap- 
ter IV, indicating that members of the French Canadian culture are little 
identified with the economic function in large organizations, and experi- 
ence relatively high level of role conflict with respect to organizational 
goals, would make one skeptical of the pattern of results just shown in 
this chapter. The relative degree of mistrust they evince toward the mo- 
tives of others in the workplace, and the insecurity they manifest in 
positions of managerial authority, trends which were indicated in Chap- 
ters V and VI, raises still further doubt that the results reported here 


are indicators of the degree of happiness French Canadians experience in 
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Table 8,3 e Distributions of Mean Scores on the Job Satisfaction Scale 
for French Canadian (FC) and English Canadian (EC) Managers, Shown 
by Company (C) and by Organizational Levels (L) Within Companies, 
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their work roles. Indeed, it is difficult to reconcile, to give only 
one example, a strong feeling that industry is inhuman and exploitative 
on the one hand, and at the same time, have deep feelings of satisfac- 


tion with one's job. 


The problem undoubtedly lies in the content of the statements 
themselves. It could be that with respect to Statement 47, the French 
Canadian is satisfied with the amount of influence he has on decisions, 
for the simple reason that he does not really want much influence, but 
rather, preferspower over subordinate members of the organization, as 
indicated in Table 6.7. The expression of satisfaction with Statement 
45 might well reflect the strong security needs of the French Canadian 
(again, as indicated in table 6.7), and this need, rather than satisfac- 
tion with the work he is doing, determines his response to this statement. 
It is possible that the French Canadian could be satisfied with the amount 
of pressure in his job (statement 70) if in fact, the pressures were not 
burdensome, again, without experiencing deep gratification with the job 
itself. The expression of high job satisfaction with respect to State- 
ment 74 is inconceivable in view of the very strong strivings he shows 
for the promotion incentive (see table 6.7), and it is equally doubtful 
that a "satisfied" response to the statement on job interest (statement 
68) reflects inherent satisfaction with work, especially in view of the 


findings of Chapters IV and V. 


In short, it could be that the responses of French Canadians 


reflect limited aspirations on their part, and the relatively high satis- 
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faction they show on the Job Satisfaction Scale may well be an expression 
of extrinsic, rather than intrinsic job satisfaction. It may also be an 
indication that French Canadian managers are withholding their feelings 
relative to the lack of basic satisfaction they actually do experience 


in their jobs. 


The results reported here then, cast some doubt on the use of 
such direct questions of job satisfaction, measures which appear to elicit 
only superficial responses, and fail to truly reflect the more profound 
feelings and values the individual attaches to his job. These deeper 
feelings can only be assessed with the use of a depth study, using indi- 
rect questions such as the ones described in the other chapters of this 
research report. The danger in the use of direct, "surface" measures, 
such as the ones reported here, is that they do not distinguish extrinsic 
contentment from the deeper, intrinsic aspects of one's satisfaction, and 
thus the results often lead one to erroneously believe that everyone is 
happy in his job and that no real problems of adjustment exist. The 
important point here is that in a bicultural setting, "good" results, 
yielding high scores by both ethnic groups on surveys which utilize 
such direct questions, can often be misleading. One is never sure if 
one is measuring simple contentment or basic satisfaction on the job. 
This can lead of course, to problems of rapport between members of the 
two ethnic groups working side by side in an industrial setting. For 
instance, results of a direct question survey can lead English Canadians 


to feel that, after all, "everything is all right" with their French Cana- 
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dian colleagues, and no major problems of frustration really exist for 

this latter group. This external expression of contentment, (but inter- 
nal state of frustration) among French Canadians is very likely a source 
of the confusion reflected in the question so often heard among English 


Canadians: "What do they really want?" 


To summarize the findings of this chapter, it is clear that 
the degree of biculturalism among managers bears no relationship to the 
attitudes these managers hold toward the goals of industrial organiza- 
tions, the degree of conflict they perceive between these goals and 
other life goals, nor to their ideology with respect to the management 
of people. It was suggested from these results that exposure to one 
another's culture cannot be expected to bridge the gap which exists be- 
tween these two groups in their leadership attitudes toward industry. 
With respect to job satisfaction, it was found that managers of both 
ethnic groups expressed a high degree of satisfaction with their jobs, 
and no differences were found to exist between them on this attitude 
dimension. The researchers expressed serious doubts, on the basis of 
these results, that the direct question approach to the assessment of 
job satisfaction was a useful and meaningful one for an adequate under-~ 
standing of the true level of frustration of managers regarding their 


work. 
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Chapter IX 


Cultural Differences in Leadership 
Among Small Business Organizations 
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As mentioned in the introductory chapter of this report (see 
page 17), it was felt that small business enterprises, being more typical 
of French Canadian business as a whole, would more clearly reflect the 
basic attitudes of members of this culture toward leadership in industry. 
Thus, it was considered of importance to include managers from these 
types of business in any contrast of the attitudes of managers and of 
the two ethnic groups. The major point of interest in the study of 
small business then, was to see if the differences in attitudes between 
French Canadian and English Canadian managers found in large bicultural 
organizations, in which the two groups work closely together, would also 
occur when the two groups work to a large extent apart from each other, 
as they do in small French Canadian owned business or English Canadian 


owned enterprises. 


In this chapter, the problem of sampling is discussed, including 
a consideration of the basic issues dealt with, the decisions made with 
regard to these issues, and the procedure followed in the selection of 
small companies and managers within these companies. The general procedure 
employed in the conduct of the study is then described, along with the 
techniques of measurement employed in the analysis of the data. The 
research results are then presented, along with an interpretation and 
discussion of these results, particularly in terms of their relevance to 


the findings of the study of large organizations. 
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Selection of the Population 


Sampling Considerations 

There were several factors to consider in the selection of 
the population to be studied. First, it was essential: (a) to decide 
upon what particular size criterion to employ, and then to set upper 
and lower limits of size according to this criterion before any selection 
could be made, since no clear-cut and widely-accepted definition of what 
constitutes a small company presently exists, (b) to consider whether 
to include companies representing primary, secondary or tertiary indus- 
try (or all of these), (c) to decide whether to include companies which 
were specifically of French Canadian and English Canadian ownership, or 
whether to include companies irrespective of the ethnic origin of their 
owners, and to select English Canadian and French Canadian managers from 
these, and (d) to consider the geographical location of the companies 
to be included in the study, that is, whether to confine the study to 
organizations within the Province of Quebec or to include other locations 


across Canada as well. 


The second major issue to be dealt with was whether to include 
all of the companies of the specified population in the research study, 
or to draw a sample of companies from this population. Thirdly, and 
finally, the comprehensiveness of the coverage of the management force 
within each selected company was to be considered, that is, whether to 
include the total management group in each small organization, or whether 


to select certain managers within each one for inclusion in the study. 
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These latter two issues are, of course, related ones, since the inclusion 
of all companies in the population would make it unfeasible to include 
the total management force within them, obviously because of the enormous 


numbers of managers involved. 


The following general decisions were made relative to these 
three basic issues. First, with regard to the selection of the population, 
the term "small company" tends to be an exceedingly broad one, covering 
any company from a two or three-man operation to organizations Aer eee 
many hundreds of people, depending upon one's definition of small. However, 
it was decided to rely upon the definition and classification system 
utilized by Raynauld(1965) to set the lower limit for the designation: 
small company. His list of companies includes those with a minimum of 
fifty employees (with the exception of clothing, furniture and miscellaneous 
companies, in which a lower limit of twenty-five was used). It was judged 
by the researchers that the work force of one thousand five hundred 
employees would constitute the upper limit of a small company since, beyond 
this limit, the number of French Canadian companies is virtually nil. 
Size of work force was thus the criterion employed to define the population 
for our study, with the upper and lower limits of numbers of employees 
being twenty-five to one thousand five hundred. It should be mentioned 
here that other criteria could possibly have been employed to define a 
small company, such as "total sales volume", for example, but it was 
beyond the scope of this study to have dealt with the problem that the 


use of a purely economic criterion such as this one would have involved. 
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The decision was made to include only secondary industry. To have 
included companies belonging to the tertiary classification (involving such 
organizations as restaurants or laundries in which the work force tends to be 
very small and the problems of management rather unique) would have presented 
a most unwieldy problem for a limited study such as this one. The great 
majority of companies in the primary division are large ones, and the smaller 


ones tend to be very widely scattered and remote geographically. 


Regarding ethnic ownership, Raynauld's list indicates whether a 
company is of Canadian or foreign ownership and whether the firm is of French 
or English-speaking origin. It was decided to include only companies of Cana- 
dian ownership and to exclude from the study all companies owned by foreign 
interests, regardless of whether their management groups were predominantly 
composed of French or English Canadians. This was done because, as mentioned 
earlier (see p. 652 and p. 17), the major interest in this study lies in an 
investigation of French and English Canadian managers working separately, 
rather than together, as in sede organizations, The list does not specify, 
however, whether the firms are French or English Canadian in ownership, in 
terms of our definitions of ethnic origin found on page 53 of this report. 
Thus, there could exist, among the companies included in our sample, some 
who are canadian but of an ethnic group other than French or English, as 
previously defined. These companies were discouraged from answering the 
questionnaire since our definitions of French and English Canadian are 
outlined on page 21 of the Questionnaire Booklet (see Appendix Q). Never- 
theless, in order to guarantee that our final sample would be exclusively 
composed of French and English Canadian managers, further precautions (out- 


lined on p. 665) were taken during the editing phase of processing the data. 
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The decision was made to confine the study of small businesses 
to the ¢rovince of Quebec only. This was done because the major interest 
of the study was in a comparison of the two ethnic groups within the 
same milieu, and as is well known, few if any companies of French Canadian 


ownership exist outside Quebec. 


With respect to the second major issue to be dealt with, the 
question of the inclusion of a sample or a population of companies, the 
decision was made to incorporate all of the companies which could feasibly 
be involved in the study, rather than to attempt to draw a representative 
sample of companies. As will be described a little later in the chapter, 
a 'mail-out'' survey procedure was used which enabled the researchers to 
cover a large number of companies with a moderate amount of effort, time 
and expense. Hence, it was deemed advisable to set as the initial target, 
all companies within the limits. of size, secondary type, ethnic ownership, 
and geographical location outlined above. To have chosen the alternative 
possibility -- to select a representative sample of companies, would not 
only have been an extremely difficult procedural task, due to the limited 
information available on all the factors which would have to be considered 
in this selection, but the inevitable refusals of many companies to coop- 
erate in the study would have run the risk of excessively reducing the 


total amount of data which would have been available for analysis. 


Finally, in considering the comprehensiveness of the coverage 
of the management group within the companies, it was decided to select 


a very limited number, rather than many or all management personnel in 
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each company to be included in the study. To have included all or a 
significantly large number of management personnel in each company would 
have extended the scope of the study far beyond what was originally 
intended, since it would have involved the solicitation of several 
thousand individuals in many different organizations. Indeed, it would 
have been necessary to make direct contact with all of these companies 
in order to make this type of penetration into their management work 
force. Such contacts would have been prohibitively costly and time- 


consuming. 


To recapitulate, it was planned to include all companies 
composed of from twenty-five to one thousand five hundred employees, 
representing secondary industry, of French Canadian or English Canadian 
ownership, located within the Province of Quebec, and to include a very 
limited number of managers within each of these companies, the details 
of which will be given a little later in the chapter. It should be 
pointed out here that the purpose of this study was not to make an exten- 
sive and exhaustive study of the attitudes of managers in small businesses, 
per se. The aim of this part of the total research was, as stated previous- 
ly, to replicate in small companies the study of the attitudes of the two 


groups in large industrial organizations. 


Selection of Companies 


Table 1 shows the distribution prepared by Raynauld (1965) of 
companies of both French Canadian and English Canadian ownership which 


have at least twenty-five employees. It was from this set of data that 
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Table 9.1 - Number of Companies of French Canadian (FC) and English Canadian 
(SC) Ownership Having at Least Twenty-Five Employees, According to 


Categories of Secondary Industry in the Province of Quebec, 


coe 


Categories Number of F.C, Companies Number of E.C. Companies 

Food and beverage 93 56 
Tobacco products 1 2 
Rubber Z 6 
Leather 46 54 
Textile 9 71 
Knitting mills 14 43 
Clothing 68 538 
Wood 68 25 
Furniture and fixture 59 64 
Paper and allied 18 oie 
Printing, publishing 
and allied 20 41 
Primary metal 6 10 
Metal fabricating 34 46 
Machinery 10 8 
Transportation equip- 
ment 8 9 
Electrical products 6 yak 
Non-metallic mineral 
products 12 22 
Chemical and chemical 
products 7 16 
Miccellaneous man- 
ufacturing 30 65 
i 

Totals 520 is loe 
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the population of companies to be included in our study was delineated. 

It was necessary first to eliminate from this basic list those companies 
within each industry in which the total work force was in excess of one 
thousand five hundred employees (the upper limit set for the definition 

of a small company). This was done with the use of the listing of 
industries prepared by Scott's Quebec Industrial Directory (1964), which 
specified the exact numbers of employees in these (and other) companies. 

In addition, it was found necessary to exclude from consideration companies 
within the category "Clothing industries". This was done because of the 
heavy over-representation of English Canadian-owned companies of these 
types of industries (almost half of the total of English Canadian-owned 
companies in secondary industry in Quebec), and the resulting strong biasing 
effect which any peculiarities in the questionnaire responses of clothing 
company managers would have on the total results of the survey. Another 
reason for excluding these types of companies was the fact that they 
included a large number of organizations with work forces at or close 

to the minimum desirable (twenty-five employees). Inclusion of clothing 
companies thus would have resulted in an inordinate number of "very small" 
companies, that is, it would have significantly reduced the range of 


size of companies within the small company population. 


It was deemed necessary to eliminate four other types of companies 
from Raynauld's listing. Small companies belonging to large holding companies 
were excluded because, in effect, these small companies would not be sepa- 


rate enterprises, but parts of larger companies. Cooperatives were excluded 
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from consideration because of the peculiarities of their organizational 
structure and the fact that their management policies and practices very 
likely were not representative of the large proportion of small profit- 
making companies in the secondary division. Newspapers were excluded 
(from the Printing classification of industries), because of the risk 

of undue publicity which might well have been given the research study. 
Finally, all small companies whose head office was situated outside 

of the Province of Quebec were eliminated because of the special effects 
that the policies of a head office in another province of Canada might 


have had on the attitudes of managers within the Province of Quebec. 


The distribution of small companies (according to the type of 
secondary industry) of French Canadian and English Canadian ownership 
in Quebec which were retained and which formed the population of companies 
to be included in the research study is shown in Table 2. As indicated 
in this table, a total of 367 French Canadian companies, and 427 English 


Canadian companies were included. 


Although the number of French Canadian and English Canadian 
companies within the secondary industry is proportionately about the same 
in most industries, the differences are fairly large in four of them. 

The population of French Canadian companies is more highly saturated 
with companies from the Food and Beverage industries and the Wood indus- 
tries than is the case for the population of English Canadian companies, 


while the reverse is true for companies within the Knitting mills and 
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Table 9.2 = Number and Correspondin;; Percentages of Companies of French 
Canadian and English Canadian Ownership Having at Least Twenty-Five 
Employees, According to Categories of Secondary Industry in the 
Province of Quebec, which were Included in the Study of Small Business 


Organizations. 


Categories French Canadian Companies | English Canadian Companies 
Number Percentages | Number Percentages 

Food and beverage 71 19,52 33 707% 
Tobacco products 0 0.0% 1 ya 2 
Rubber 1 oZh 6 1.4% 
Textiles 9 205% 49 11.5% 
Knitting mills 13 35% 37 8e7h 
Wood 33 8.9% 17 wie PA 
Furniture and 57 15.5% 61 14.3% 
fixture 
Paper and allied 16 4.3% 13 3.0% 
Printing, publishing 19 502% 30 70% 
and allied 
Primary metal 6 1.6% 3 oT te 
Metal fabricating 33 9.0% 32 725% 
Machinery | 1,%% & oSh 
Transportation equip- 6 1.6% 5 1.2% 
ment 
Electrical products 4 1.02 15 35h 
Non-metallic mineral 12 323% 10 203% 
products 
Chemical and chemical 7 1.9% oe 1.9% 
products 
Miscellaneous manufac-}} 30 82h 52 12.2% 
turing 


Totals 367 100.0% 427 100.0% 
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Textile.industries. 


There is, of course, no real reason to believe that differences 
between the two ethnic managerial groups in terms of the types of second- 
ary industry they work in could account for any attitudinal differences 
found to exist between them, especially if these differences are in the 
Same direction as those found in the study of large organizations. One 
differential characteristic which might have an effect however, is worth 
mentioning. It was found that the percentage of English Canadian companies 
whose head office is listed in the city of Montreal is 82% (352 companies), 
while those listed outside of the city of Montreal is 18% (75 companies). 
In contrast, the percentage of French Canadian companies whose head office 
is in Montreal is only 35% (129 companies), while those listed in other 
areas constitute 65% (238 companies) of the total population of French 
Canadian companies. It is clear that English Canadian managers are more 
likely to reflect the mentality of a large industrial and cosmopolitan 
centre, while French Canadian managers are obviously more likely to reflect 


the attitudes of a more regional, small town mentality. 


On the basis of what is generally known about the characteristics 
of these two mentalities, one would expect to find the former to be more 
economic-oriented or materialistic in their attitudes, as well as possess- 
ing a less Theory X orientation and less pronounced status needs than the 
latter, thereby resulting in differences as well with regard to the other 
components of the leadership process along the lines of the dynamic rela- 


tionships between the three components, as described in Chapter V. If 
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anything then, one would expect the differences between the two ethnic 
groups to be as large, if not larger than those revealed in the study 

of large industrial organizations. There is one limitation to this 
inference, however. Although the information given specifies the 
location of the head office, this does not mean that the manager who 
answered the questionnaire resides there. He could easily be located 

in a plant or office situated in a different area. Our inference there- 
fore assumes that the influence of the head office is a large and 


pervasive one. 


Selection of Individuals within Companies 


Since, as mentioned earlier in the chapter, the decision was 
made to include very few, rather than a large number of managers within 
each company selected for the study, it was deemed important to select 
those managers who performed functions which encompassed large and 
important aspects of each company's total operations. In addition, it 
was felt that these positions should be as comparable as possible from 
one company to the next. Specifically, it was decided that two managers 
of each company be asked to participate in the study and in order to 
meet the above mentioned criteria, the President of each company was 
asked to distribute a questionnaire to: 1. the General Manager and 
2. the Production or Manufacturing or Plant Manager depending upon which 
title was used in the company. Although these two positions existed in 
a majority of companies selected for this study, in some, only one of them 


did. Most of these latter companies had a Sales or Marketing Manager 
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however, and he accordingly was designated as the individual to whom 
the questionnaire should be given. In the event that two of these 
positions did not exist, or if the President himself held one of them, 
it was specified that he should complete one of them and distribute the 
other one to the manager holding the remaining position of the three 
mentioned above. Finally, it was suggested that, should none of these 
three positions exist (a remote possibility), the President should 
complete one questionnaire himself and have any other senior manager of 


his choosing complete the other one. 


Thus, the total numbers of French Canadian and English Canadian 
managers to be included in the study were, respectively, 734 and 854 
(two managers in each of the 367 French Canadian companies, and two in 
each of the 427 English Canadian companies). Of the original 734 question- 
naires forwarded to the 367 French Canadian companies, 34 of them (from 
17 companies) were returned by the Post Office, indicating that these 
companies had moved or were closed. Thus the total number of French 
Canadian companies actually included in the study was 350 and the number 
of managers involved, 700. For the English Canadian companies, of the 
original 854 questionnaires forwarded to the 427 companies, 80 of them 
(from 40 companies) were returned by the Post Office, making the total 
number of English Canadian companies actually included in the survey 387, 


and the number of managers, 774. Of the total of 700 French Canadian 


1 
A copy of this and other letters used in the mail-out to be described 


shortly, are shown in Appendix N . 
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managers actually included in the study, 166 returned completed question- 
naires, making a total return rate of 23.7%. Of the total of 774 English 


Canadian managers involved, 203 questionnaires were completed, for a 


Tetuin.oL 26.27. 


From the 166 questionnaire booklets returned from French Canadian 
managers, and the 203 returned by English Canadian managers, it was neces- 
sary to eliminate a number of these according to essentially the same 
criteria employed in the study of large organizations (see chapter II 
pages 33 to 40), namely: Non-Canadians (18), females (7), those whose 
mother tongue was other than French or English (27), and an additional 
one, those whose mother tongue was different from that of the owners of 
the company. Forty-three questionnaires fell into this categcry. That 
is, only French-speaking managers of those employed by French Canadian 
companies, and only English-speaking managers employed by English Canadian 
companies were retained. Thus, the final numbers of French Canadian 


and English Canadian managers included in the study were, respectively, 


153 and 121. 


L 

It should be noted here that it was not possible to ascertain 
which secondary industries were represented by those managers who comprised 
the final group. Information of this type was not solicited in the 
Questionnaire Booklet in order to preserve the anonymity of the managers 
and/or companies. It was the opinion of the researchers that managers 
of small companies would be most reluctant to return a completed question- 
naire including any question, no matter how indirect, which might lead 
to a revelation of the identity of their company. As it turned out, a 
good indication of this reluctance was revealed by the fact that, in 
contrast to managers of large organizations, many completed booklets were 
returned in a plain, unmarked envelope rather than the one with which 
they had been provided for this purpose. 
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General Procedure and Measurement Techniques Employed 


It was decided that due to the enormous amount of time and 
expense which would have been entailed had personal contacts been made 
with companies included in the study, the only feasible method to employ 
in obtaining data from the managers of the small companies would be to 
mail out questionnaires to each of them, hence this procedure was followed. 
Naturally, it was expected that the rate of return of the questionnaires 
would be lower than would have been the case had personal visits and 
in-plant administration of the questionnaire been conducted. The usual 
rate of return of questionnaires in mail-out surveys is between thirty 
to forty percent, and there was, in our study, the possibility of an even 
lower rate of return, because of the length of the questionnaire used, 

In view of this problem, it was absolutely essential to do everything 
possible to ensure the motivation of the managers to promptly complete and 
return the questionnaire, and the specific procedural steps, outlined 
below, were designed to ensure the fullest cooperation of these managers 


so that the return rate of the questionnaire would be as large as possible. 


(1) In each of the two questionnaires to be forwarded to the two 
managers designated above in the companies, a covering letter was prepared 
and included, explaining the purpose of the survey, urging their coopera- 


tion in the study, and specifying the instructions to be followed in 


answering the questionnaire. 


(2) These two questionnaires were enclosed in an envelope and 


forwarded to the President or Director of each company, along with a 
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covering letter from the Research Director of the Royal Commission on 
Bilingualism and Biculturalism again, explaining to the President the 
purpose of the survey, asking for his cooperation, and requesting that 
he distribute the questionnaire to the managers according to the 
instructions outlined above. French language versions of the question- 
naire were, of course, forwarded to those companies of French Canadian 
ownership, while English language versions were sent to companies 


owned by English Canadians. 


(3) Following a period of two weeks, follow-up letters were 
forwarded from this same senior officer of the Royal Commission on 
Bilingualism and Biculturalism, to the President of each company, urging 
the completion and return of the booklets if they had not already been 
sent back. Six weeks following the mailing-out of the questionnaires, 
the data-gathering phase of the study was considered terminated, since 


the rate of return during the sixth week dropped to less than one percent. 


Precisely the same dimensions of Industrial Leadership were 
investigated in this study of small business enterprises as were dealt 
with in the study of large business organizations, namely: Organizational 
Goals, the Management of People, and Work Motivation. Consequently, 
precisely the same measurement techniques which were employed in the 
study of large organizations were also used in this study. It should be 
pointed out, however, that in the research conducted in large organizations, 


major attention was focussed on a study "in depth" of each of these orga- 
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nizations, Yet at the same time, it was considered of crucial import- 
ance to determine whether cultural differences existed between the two 
ethnic groups in their attitudes, that is, the aim was also to generalize 
the results to cultural differences, Hence the sign test was employed 

to determine attitude differences which existed across all companies 


in the study. 


In contrast, there was no interest in the depth study of any 
particular small company, and in fact, it would not have been possible 
to conduct such a study because of the small number of management 
personnel in these organizations. The exclusive concern was the degree 
to which attitude differences found between the two ethnic groups 
within these companies could be generalized to cultural differences. 
Thus, by taking the two managers in each company and combining all those 
belonging to the same ethnic group, and contrasting their attitudes to 
those of the combined members of the other ethnic group, it was possible 
to generalize attitude differences between members of these two groups 
to cultural differences. Thus, the sign test was not the appropriate 
statistic to use, The confidence interval statistic, which determined 
the significance of the magnitude of differences between the attitudes of 


the two groups was applicable, however, and was accordingly employed. 


It should also be noted that in the study of small companies, 
the attitude scales analyzed in each of the three dimensions of the study 
(goals, management and motivation) were the same as those which were 


derived in the large organization study, hence no intercorrelations among 
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the statements in the questionnaire were necessary in this present study. 
Since the study of small business organizations was simply intended to 
provide us with an opportunity to see whether the major cultural trends 
of differences found in large companies would hold as well for small 
companies, a detailed analysis of each attitude statement comprising 
each scale was not warranted. This study was therefore limited to con- 
trasting the two groups on the major scale dimensions identified in 

the study of large organizations. For review of the methods of statis- 
tical analysis employed in the study of small business Organizations, 

the reader is referred to the "Measurement Techniques Employed" section 


of Chapters IV, V and VI. 
Research Results 


The Evaluation of Goals 

In this section, analyses similar to the ones conducted in 
the large organizations study were made so that meaningful contrasts 
could be drawn between the results of these two studies. The results 


are reported in the order presented in Chapter IV. 


(A) Preference for Value Systems: 


Economic Versus Social-Humanitarian Goals 

In large organizations, it was found that English Canadian 
managers valued economic goals significantly more than did French Canadian 
managers. Based on data obtained from 113 English Canadian managers, it 
was found that in small business organizations, the mean number of times 


that Economic Goals were chosen over Social-Humanitarian ones is 20.4 
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(6 4.3). The corresponding French Canadian mean is only 17.2 (6 6.0), 
based on the responses of 141 managers. The difference between these 

two means is statistically significant beyond the .03 level of confidence, 
thereby indicating that in small companies as well, English Canadian 
managers value economic goals to a significantly greater extent than 

do French Canadian managers, hence confirming the existence of a strong 


cultural difference between these two groups along these lines. 


It is interesting to note that in contrasting the French 
Canadian mean of small business organizations (17.2) to the over-all 
French Canadian mean of large organizations (13.7, see page 152), the 
managers of small businesses are significantly more economic-oriented 
than are their counterparts in large organizations.- The same applies 
to the comparison between the English Canadian managers. The English 
Canadian mean in small businesses is 20.4 while the over-all mean in 
large organizations is only lerse These findings are not surprising in 
view of the fact that in small business, the managers who were asked to 
respond to the questionnaire are, in fact, members of high middle or top 
management. It was established in Chapter IV that the higher the level, 


the more economic-oriented the managers are (see pages 153 and 154). 


The very high English Canadian mean score obviously indicates 


The difference is statistically significant beyond the .03 level 
of confidence. 
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that in small business organizations, English Canadian managers, as an 
ethnic group, significantly value economic goals over social-humanitarian 
ones.! French Canadian managers do also, however, a finding which differs 
from that of French Canadian managers in large Sn era eer (see page 152 
_ and 153), Again, this is undoubtedly due to the fact that these managers 


are at middle and top echelons. 


(B) Rankings of Organizational Goals 


Turning to the analysis of the priorities assigned to each of 
the ten goals by English Canadian and French Canadian managers, Table 3 
shows the rank orderings of mean choices for each of these two ethnic 
groups. First of all, it can be seen that there is a good deal of over- 
all agreement between the sets of ranks. The tau correlation between 
the French Canadian and English Canadian ranks was found to be .8l. A 
closer inspection of the ranks reveals that the two ethnic groups agree 
completely in their orderings of the goals ranked first, ninth and tenths 
Thus, they agree on the priorities they assigned to the most important 
goal, Statement ID, and on the two considered least important, Statements 


J and’ I. 


In contrasting the ranks of French Canadian managers of small 


firms to those of large Non-Service organizations (obviously a more 


In this case a chi-square test was applied whereby the number of 
managers who obtained a score of 13 or more was compared to the theoreti- 
cally expected number (50%) based on the null hypothesis. See Guilford 
(1956) page 237. 
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Table 9,3 + Priority Rankings of Ten Organizational Goals by French Canadian 
(FC) and English Canadian (EC) Managers in Small Business Organizations, 


(1) (2) (3) 


Goals F.C. Managers E.C. Managers Difference 
Rank Rank 
# 
A 8 6 ys 
B 2 3 1 
# 
C 5 465 oe) 
D 1 1 0 
# 
E 4 2 2 
HR 
F 3 4.5 1.5 
HH 
G 6 7 1 
HH 
H 7 8 l 
I 10 10 0 
J 9 9 0 


ii Indicates that the difference is in the direction of English Canadian 


managers assigning a higher priority rank to an economic goal, Indicates 


that the difference is in the direction of French Canadian managers 
assigning a higher priority rank to a socialehumanitarian goal. 
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appropriate comparison than with Service organizations), it can be seen 
that the small firm managers agree much more with large firm second-level 
managers than they do with those of the first level. With the second-level 
managers, the tau correlation is .87 while it is only .73 with first-level 
managers. A similar pattern emerges with regard to English Canadian 
managerse The tau correlation with second-level managers is .87 and .69 
with first-level managers. Thus, for both ethnic groups, managers of 

small business organizations agree much more with middle management than 
with lower management of large organizations on the relative priorities 
they feel should be assigned to the set of ten organizational goals. 

These results are consistent with our previous findings and indicate 

that small firm managers, being members of the middle or top echelons of their 
companies, clearly hold values that are very congruent with those of 

higher echelon management personnel in large business firms. For this 
reason, when contrasting the ranks of small company managers to those of 
large organizations, level 2 managers of large firms will be used as the 


standard of comparison. 


The results of Table 3 reveal that the two largest discrepancies 
between the two ethnic groups regarding their priority rankings involve 
two economic goals: Statements A and E. Thus, English Canadian managers 
consider the acquisition of a greater share of the market and profit to 
be of greater importance than do French Canadian managers. There is also 
a slight tendency for English Canadian managers to value to a stronger 


degree a yearly increase in production (statement P). On the other hand, 
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French Canadian managers give a somewhat higher priority to service. 

On the whole though, it is clear that English Canadian managers value 
to a significantly greater extent the economic goals of business than 
do their French Canadian counterparts. In contrasting these results to 
those obtained in Table 4.4, the differences with respect to Statements 
B and E are in the same direction. In fact, profit (statement E) was 
ranked higher by English Canadian managers at all three levels of both 
the Service and Non-Service types of large corporations. Thus the 
present result confirms the existence of a strong cultural difference 
in terms of attitudes toward profit already established in the previous 
study of large firms. French Canadian managers also ranked service 


higher at middle and top levels of Non-Service large companies. 


One difference which did not appear, however, in the study of 
large organizations relates to Statement A. This statement was given 
the same rank by each ethnic group at all levels of both Service and 
Non-Service organizations, In the present comparison, however, English 
Canadian managers rank it in sixth position while French Canadian managers 
rank it eighth. It is interesting to note in this regard that English 
Canadian managers of large organizations never gave it a rank lower than 
7. A probable explanation for the present lower rank is that managers 
of small firms usually feel the need to expand and compete to a greater 
extent than do large, well-established ones. It would appear, however, 
that French Canadian managers do not. This also is not surprising since 
it has already been established that French Canadian managers are not 


intrinsically business-oriented beyond the point of providing a decent 
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income for the family. 


The point here is that the reason why cultural differences 
did not appear among managers of large firms with respect to Statement 
A is most probably because this particular goal, in an economic-oriented 
society has, to a considerable extent, already been achieved in large 
businesses. It therefore becomes a relatively unimportant one in those 


settings. 


Turning to the Social-Humanitarian goals, the results clearly 
revealed that French Canadian managers value these types of goals to a 
Significantly greater extent than do English VJanadian managers. Speci- 
fically, they give higher priority to Statements F, G and H. In large 
organizations at level 2 of the Non-Service type, no differences were 
found between the two groups (see table 4.4). It would appear then that 
in an industrial context in which French Canadian and English Canadian 
managers are not called upon to work together, cultural differences 
emerge which might not otherwise do so within a bicultural setting. 
The reader will recall that in analyzing the Strength of Feeling dimension 
of goals in Chapter IV, it was found that the French Canadian managers 
valued much more Goals F, G and H than did English Canadian managers 
(see table 4.24), It was brought out at that time that the Strength of 
Feeling analysis was a much more sensitive one than that of ranks. In 
other words, a real cultural difference would have to be larger to be 


detected by an analysis of ranks than it would have to be in order to be 
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detected by an analysis of Strength of Feelings. In this instance, even 
the rank analysis reveals a cultural difference, presumably due to the 
fact that in a non-bicultural setting, the differences are large enough 
to be detected by this less-sensitive analysis. Let us now turn to an 


investigation of these feelings for managers of small business. 


168] Strength of Feeling Associated with Goals 


An examination of Table 4 clearly reveals that French Canadian | 
managers value Social-Humanitarian goals much more than do English 
Canadian managers, while conversely, the latter group is definitely 
more economic-oriented. In contrasting these results to those of managers 
in large organizations (see table 4.24) it can be seen that in both studies, 
French Canadian managers express a significantly stronger intensity of 
feeling toward, that is a greater level of endorsement of, all five Social- 
Humanitarian goals. With regard to the attitudes toward economic goals, 
a few differences in the results of these two studies are worth noting. 
Although in both studies, English Canadian managers show significantly more 
intensity of feeling toward Goals B and E, in the study of large organiza- 
tions, English Canadian managers also endorse to a significantly greater 
extent, Goal D. In the small business study, the difference is in the 


expected direction but is not significant. 


On the other hand, in the latter study, English Canadian managers 
show a significantly greater acceptance of Goal A (which is not surprising 


in view of the analysis of ranks previously described), while in the former 
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Table 9.4= Mean (M) Number of Times English Canadian (EC) and French 
Canadian (FC) Managers Prefer Each of the Ten Organizational 
Goals, with their Corresponding Standard Deviations (S.D.). 


Goals F.c. Managers E.C. Managers 
M S.D. M S.D. 
* 
A 328 202 4.5 2e1 
* 
B 665 1.6 607 1,1 
Cc 509 1.9 50 1.7 
D 705 1.5 725 1,2 
* 
E 303 2.3 705 1.9 
* 
F Set 1.8 509 1.7 
* 
G 4.9 1.9 4.0 1.6 
* 
H 4e1 2.0 329 1,3 
* 
: 1.0 1,3 0.7 0.9 
J ‘ 1,6 2el 0.8 1,2 


y Indicates a statistically significant difference between the two 
means at the .93 level of confidence, 
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study this difference, though in the expected direction, is not signifi- 
cant. We have already given an explanation regarding why this discrepancy 


in results occurs with regard to Goal A (see page 674), 


To recapitulate, the present pattem of results for the Evalua- 
tion of Goals indicates that the disparity found to exist between the 
two ethnic groups in large industrial organizations with respect to their 
evaluation of the economic and humanitarian sets of goals, the relative 
priorities they assign to the ten objectives of business as well as to 
the feelings they attach to these objectives, hold true also for small 
business firms. It was also found that managers of both ethnic groups 
in small businesses value Seonomie goals more than do their management 
counterparts in large organizations. In fact, the French Canadian 
management group in small organizations valuesEconomic goals over Social- 
Humanitarian ones, a trend of findings which differs from that revealed 
in the large organization study, in which French Canadians did not value 
the one set over the other to a significant degree. As pointed out 
previously, this is undoubtedly due to the fact that managers in small 
businesses are closely equivalent in function to the economic-oriented 
middle and top management personnel in large organizations. Despite the 
differences in attitudes between the large organizations and the small 
companies however, there still exists a wide disparity between the two 
groups in the latter type of company with respect to their evaluation of 


the two sets of objectives, the importance they give to the ten objectives, 


and the strength of feeling they attach to them. 
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Thus, in essence, the results for small business firms confirm 
the strong cultural differences which were found between the two ethnic 
groups in the study of large organizations, with the typical English 
Canadian manager being intrinsically more economic-oriented than the 
French Canadian manager, and the French Canadian manager showing a much 
stronger inclination toward Social-Humanitarian objectives than does his 
English Canadian colleague. Whether or not large differences between 
them exist with respect to the compatibility they perceive between organi- 
zational goals and goals in other realms of life is the next matter for 


consideration, 


Goal Conflict 

The results shown in Table 5 reveal that the cultural differ- 
ences found to exist in large organizations between the two ethnic groups 
in the direction of French Canadian managers manifesting more perceived 
conflict than English Canadian managers (with the exception of scale C 
where the trend is reversed) are also present among managers of these 
two ethnic groups within the context of small business firms. In terms 
of level of compatibility, some interesting differences exist between 
managers of large organizations and those of small business firms. In 
addition, the cultural differences on certain scales are larger in the 
small business study than in the investigation of larger organizations. 


For these reasons, a brief contrast of the results of each scale in these 


1 
The reader is referred to footnote 1 of page 252, Chapter IV. 
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Table 9.5 - Distribution of Means (M) and Standard Deviations (S.D.) of 
French Canadian (FC) and English Canadian (EC) Managers, with the 
Number (N) of Managers in Each Group, for Conflict Scales 

A, B, C, D, E, F and G, 


SCALE M S.D. N 
er ee Pn hn or A OD 

* 

A FC 720 1,2 149 
* 

B FC 726 204 151 

Family EC 8.2 2.0 120 
* 

Cc FC 6,1 203 153 

Family EC 4.6 2.1 120 
* 

D FC 667 0 150 

Individual EC Py, 1.4 119 
* 

E FC 607 1.7 151 

Society EC Sek 1.3 120 
+ 

F FC 6.9 2e1 152 

Society EC 6.6 Le 9 120 
G * 

Personal FC 6064 1.3 150 

Gain EC 728 1,2 119 
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: Indicates a statistically significant difference between the two 
means at the .93 level of confidences 
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two studies appears warranted, 


Turning to Scale A, English Canadian managers perceive signi- 
ficantly less conflict between organizational goals and the general 
welfare and happiness of the family than do French Canadian managers, 
as was the case in large organizations.- A comparison between the 
English Canadian mean (7.6) and the means of English Canadian groups 
in large organizations (see table 4.25) shows that the former is larger 
than the latter ones in thirteen cases. Thus, English Canadian managers 
of small business firms perceive more compatibility than do those of 
large organizations. The former are at a satisfactory level of conflict 
(the standard being 7.5) while the latter are not (only four of fifteen 
groups reach the 7.5 level). The French Canadian mean (7.0), on the 
other hand, is greater than those of the fifteen French Canadian means 
in large organizations in only six cases, thereby indicating that they 
are at the same relatively high level of conflict as are their confréres 
in large organizations. Since English Canadian managers of small firms 
show less conflict than do English Canadian managers of large ones while 
French Canadian managers of both types of firms are at the same level, 
it is apparent that the cultural differences are larger within the context 


of small firms than within large organizations. 


With regard to Scale B, English Canadian managers, as an ethnic 


The reader will remember that for all of these conflict scales, 
the higher the mean, the lower the degree of conflict (the higher the 
degree of compatibility), and conversely, the lower the mean, the greater 
the incompatibility (the greater the conflict). 
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group, perceive much more compatibility between family welfare and 
Organizational practices concerning remuneration than do French 
Canadians as an ethnic group, a finding which was also true of large 
organizations. The small business English Canadian mean is larger 
than the English Canadian means in large organizations in only five 
cases (see table 4.26), while the French Canadian small business mean 
is larger than the French Canadian large organization means in nine 
cases. In both instances, the differences are not statistically 
significant, thereby indicating that in both types of organizations, 
the means of both ethnic groups are, for all practical purposes, the 
same. The cultural gap is therefore the same for both small and large 


firms. 


The results of the third Family Conflict Scale,C, reveal that 
as in the case of large firms (see table 4.27), French Canadian managers 
are much more prone to organize family life around the manager's job 
than are English Canadian managers. It is interesting to note that for 
both ethnic groups, the small firm means are significantly higher than 
the corresponding ethnic means in large firms (in fourteen cases for the 
French Canadian means and in fifteen cases for the English Canadian means), 
Thus, managers of small firms are more willing to subjugate family life 
to business than are managers of large firms, but in both types of firms, 
French Canadian managers are much more in favour of doing so than are 
their English Canadian colleagues. Both groups in small firms however, 


remain far below the standard of 7.5. 
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It will be recalled that,in the study of large organizations, 
it was found for Scale D that industrial enterprises are perceived as 
much less compatible with the ideals and human aspirations of French 
Canadian managers than they are with those of English Canadian managers 
(see table 4.28). The same can be said for these two ethnic groups of 
managers in small business organizations, as seen in Table 5. In fact, 
the gap is somewhat larger in the latter instance. This is evidenced 
by the fact that the English Canadian mean of 7.7 is larger than the English 
Canadian means of large organizations in ten of fourteen cases (one is 
tied). This trend is statistically significant. The corresponding 
French Canadian trend however is note It is interesting to note that, 
in contrast to French Canadian managers, English Canadian managers are 


at a satisfactorily low level of compatibility in this area. 


The first scale of the Society dimension of conflict, Scale E, 
measures, it will be recalled, an over-all perception of incompatibility 
between the pursuit of material gain and the welfare of society. In the 
context of large organizations, it was found that French Canadian managers 
expressed much more role conflict in this dimension than did English 
Canadian. managers (see table 4.29). They did also in the context of small 
business firms. For both ethnic groups, however, small company managers 
express less conflict than managers of large organizations. The English 
Canadians'small business mean surpasses the large company English Cana- 
dian means in twelve of thirteen cases (two ties). The equivalent French 


Canadian comparison reveals the French Canadian mean to be larger in ten 
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of fourteen comparisons (one tie). Both trends are Statistically signi- 
ficant. Nevertheless it can be seen in Table 5 that, while the level of 
compatibility of English Canadian small business managers is very high, 
that of Peedes, capadian managers in this context remains far below the 


accepted standard of 7.5. 


The second scale of this dimension is Scale F, which measures 
an individual's perception of the extent to which the wealth and power 
of industrialists are used to the betterment of society. Here also the 
results of Table 5 confirm those of the large organizations study (see 
table 4,30). English Canadian managers perceive much more compatibility 
between the welfare of society and the personal influence of wealthy 
and powerful industrialists than do French Canadian managers. As was 
the case for Scale E, both ethnic groups of small firms express less 
conflict than do those of large organizations. The English Canadian 
small business mean is larger than those of big firms in nine of thirteen 
comparisons (two ties) while the corresponding analysis for French 
Canadians indicates that the French Canadian mean is larger in eleven 
of fifteen comparisons. Both trends are statistically significant. 

Both groups however, remain far below the established standard in terms 


of conflict level. 


The final scale in Table 5 is Scale G, which measures attitudes 
toward those who are motivated by, or pursue, monetary gain. The results 
in Table 5 confirm the existence of a cultural difference established 


in the large organizations study. The attitudes of English Canadian 
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managers toward people who pursue monetary gain are much more favorable 
than those of French Canadian managers. Actually, the gap widens 
between the two A nAte groups in small business firms. The English 
Canadian mean (7.8) is larger than twelve of the fifteen English 
Canadian means in large organizations. While this trend is a highly 
significant one, the corresponding French Canadian one is not at all 


significant. 


Thus, English Canadian managers are much more positively 
inclined toward people who are motivated by money than are French 
Canadian managers, and even more so in the context of small business 
firms. It is interesting to note that,while the English Canadian 
managers of large firms do not quite reach the desirable level of compa- 
tibility (a mean of 7.5), those of small firms do. On the other hand, 
the French Canadian means remain at a very low level, thereby indicating 
the extent to which the French Canadian culture inculcates in its members 


a deep feeling of guilt associated with money matters. 


In summary, the analysis of Goal Conflict among managers in 
small organizations dramatically substantiates the wide cultural differ- 
ences which were found to exist between the two ethnic groups in large 
industrial organizations. In fact, the disparities in the former types 
of business institutions are as large or even larger than those revealed 
in the latter. The gap between the two groups is actually wider in 
small companies than in large companies with respect to the attitudes 


measured by Scales A, D, and G, and is substantially the same on Scales 
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5. Cy E and Fe 


An interesting relationship can be found between the economic 
orientation of small business managers and their relatively high degree 
of conflict on Scale G. As previously reported, the typical French 
Canadian manager in a small business shows a stronger economic orienta- 
tion than does his ethnic counterpart in a large organization. He also, 
however, expresses more conflict than his large organization counterpart 
with respect to the pursuit of financial gain. It would seem that the 
relatively greater importance French Canadian small business managers 
attach to the economic goals of business (in contrast to French Canadian 
managers in large organizations) generates in them even more pervasive 
feelings of guilt and conflict than is apparent among their ethnic 
counterparts in large corporations. In short, because of the strong 
competitive climate of small business organizations, French Canadian 
managers must, of necessity, value relatively strongly economic object- 
ives. This results in a sharpening of the conflict they feel with 
respect to money, a conflict between their own deeply-rooted aversion 
to materialism, and the necessity to adhere closely to the economic 
objectives of the small company in which they work, This relationship, 
then, illustrates rather clearly the profound effects culture has on 


the mentality of the French Canadian with regard to business matters. 


— 


The implications of all of these research findings with respect 
to Goal Conflict in small business organizations are, of course, essentially 


the same as those already described in Chapter IV for large industrial 
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Organizations. For a review of these implications, the reader is referred 
to pages 274 to 281, 307 to 308, 317 to 319 and 330 to 344 of that chapter, 
In conclusion, it is certainly safe to assert that the climate of small 
French Canadian business concerns is markedly different from those of 
English Canadians. It is inevitable that this disparity will have a 
strong differential effect on the course of development of these two 


types of economic institutions within the Province of Quebec. 


The Management of People 


The results of the leadership scales will be discussed in 
terms of the first leadership model described in Chapter vo The reader 
will recall that the model consists of three eae components: (1) 
Component I, which incorporates Scales H, Hl and I, (2) Component II, 
which comprises Scales J, K, L and M, and (3) Component III, which includes 


the remaining Scales N and O. 


With regard to the scales of Component 1, the results presented 
in Table 6 clearly indicate that French Canadian managers of small business 
firms are much more Theory X-oriented and have much stronger Status Needs 
than do English Canadian managers. In all three comparisons, the differ- 
ences between means of these two ethnic groups are highly significant. 
Thus, in terms of their respective personal philosophies of management 
the differences found to exist between these two ethnic groups in large 
organizations are also in evidence when comparing the same two ethnic 


groups of managers in small business firms, 


l 
The reader is referred to Figure 1 of Chapter V, page 362. 
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Table 9.6 + Distribution of Means (M) and Standard Deviations (S.D.) of 
French Canadian (FC) and English Canadian (EC) Managers, with the 
Number (N) of Managers in Each Group, for Leadership Scales 
He Hlghl PI RA i Mer 


SCALE M S.D. N 
cc cert eee es al a gee Sed 
. 
H FC 4.8 Pa £33 
Interpersonal Premises EC 3.4 ge: 116 
# 
H1 FC 6.8 1.8 153 
Interpersonal Premises EC be3 Loy 118 
® 
I FC bee | Leo 150 
Status Needs EC “eS Tea rey 
“I FC 6.6 1,8 153 
Task Orientation EC 66 1.8 120 
# 
K FC 8.6 Le 152 
Task Orientation EC 8,9 0.8 Tal 
L # 
Consideration of FC 6.5 1.4 15) 
Others EC Tox eS 115 
M 
Consideration of FC 8.8 look L353 
Others EC Bat Fak 120 
N # 
Participation in FC 6.1 1g 153 
Decision-Making EC Tol 1.6 116 
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0 EG ba, [30 136 
Supervisory Control EC 526 Lo 102 
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Indicates a statistically significant difference between the two means 
at the .03 level of confidence. 
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One interesting finding is the fact that, for both groups on 
these three scales, the means of small firm mamagers are significantly 
higher than those of the groups of managers studied in large organiza- 
tions!, In other words, small business managers are more Theory X-ori- 
ented and have stronger Status Needs than do managers of large firms. 
This finding is not surprising when one contrasts the socio-economic 
climates of large and small business organizations. In the latter type 
of institution, financial, material and manpower resources are much more 
strictly limited than in the former, and thus, the competition among 
smaller companies tends to be much keener. This has several consequences 
on the leadership mentality of managers in these two different types of 
settings. First, the much stronger pressure to compete, and the accom- 
panying state of urgency and vigilance which exist in small business 
firms deter the manager from adopting an essentially positive, trusting 
attitude toward subordinates in the workplace, and giving them the "benefit 
of the doubt"! when they slacken their efforts. Thus, these managers are 
likely to rely strongly on their status to see that people in the work 
setting continually sustain their efforts. In large organizations, where 
this competitive atmosphere is less keen, the manager can "afford'' to 
adopt a more tolerant and positive attitude toward subordinates, and to 


use his status less directly and emphatically. 


} For all the six comparisons (two ethnic groups per scale), the 
number of times the small company mean is larger than the means of groups 
belonging to large organizations varies from twelve to fifteen out of a 
total possible fifteen comparisons (see tables 5.1, 5.2 and 5.3). The 
reader is also reminded that the higher the score, the more an individual 
is Theory X-oriented or the stronger his need for Status. 
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Secondly, their "tight" budget and lack of financial reserves 
precludes the possibility that the small business organization can 
develop adequate training facilities, or can employ the services of 
outside experts who could keep their management staff abreast of current 
knowledge and skill in the management of people. Thus, small business 
managers are not given the opportunity to examine their own attitudes 
toward others, to develop more confidence in their skills, and to rectify 
distortions in their thinking about the motivation and behaviour of 
people in the workplace. In contrast, large organizations are able to, 
and do, allot substantial funds for the training and development of 
their management staffs. Their managers are therefore afforded the 
opportunity to sensitize themselves to the possible abuses of authority 


relative to the needs of others in the work setting. 


Thirdly, again because of the competitive climate among small 
businesses, as well as the closer control and review of the results of their 
efforts by their superiors which is made feasible by their limited size 
and simpler organizational structure, the small firm manager must certain- 
ly feel that he cannot make mistakes, because if he does, they will, in 
addition to being in all probability exposed, likely be of greater conse- 
quence. This, in itself, engenders a strong sense of fear and insecurity 
in him and encourages him to emphasize his status and mistrust the interest 
and motivation of others. On the other hand, the manager in a large 
corporation, having at his disposal many more resources, both human and 


financial, can afford to be somewhat more "generous", so to speak, with 
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regard to his own mistakes and misjudgment as well as those of his 
subordinates, and he therefore can adopt more relaxed, less urgent 
concern for all but major errors and misjudgments than can his small 


business counterpart. 


In short, the major objective of large organizations tends 
to be centered around planning for long-term growth and expansion, so 
that their managers, being less "under fire" (than their small business 
counterparts), can function in their managerial roles with a greater 
sense of security and comfort. The major concern of small firms, on 
the other hand, is the fight for economic survival, which fosters in 
them relatively speaking, a greater sense of uneasiness and insecurity. 
Viewed in this comparative context then, one would expect the small 
firm manager to rely more strongly on his management prerogatives, to 
mistrust rather than to trust the intentions of others in the day-to-day 
work situation, and to fail to understand the impact of his own attitudes 


and actions on others. 


Turning to the scales of Component II, let us first consider 
the two scales that measure the Task Orientation dimension of this compo- 
nent, Scales J and K. The results of Table 6 show that,in terms of being 
preoccupied with the immediate demands for gross work output, Scale J, 
English Canadian managers of small business firms are just as task-oriented 
as are French Canadian managers. This finding differs from the results 


within large organizations, where it was found that French Canadian 
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managers were significantly more inclined to exert this type of work 


pressure on subordinates than were English Canadian managers. 


In comparing the small business English Canadian mean to those 
of English Canadian groups within large organizations (see table 5.4), 
it can be seen that,in fourteen of the fifteen comparisons, the small 
business mean is larger! On the other hand, the corresponding French 
Canadian comparison of means reveals that among French Canadians also 
the small business mean is significantly larger than those of their 
large firm counterparts (it is larger in eight of ten comparisons, five 
being equal). This finding served to confirm the notion that small 
business firms are actually under more pressure to produce than are 
large business firms as described on page 686 ,. It is apparent that in 
the context of small business firms this competitive, tough-minded 
atmosphere, and the sense of insecurity it engenders, prevails and as 
a result cultural differences disappear because it affects both groups 


rather profoundly. 


In terms of the 'target-setting" aspect of Task Orientation, 
however, the cultural differences found in large organizations still 
prevail when contrasting English Canadian and French Canadian managers 
of small businesses on Scale K. That is, as seen in Table 6, English 
Canadian managers are significantly more task-oriented than French 
Canadian managers in the sense that they are more concerned about 


1 
The reader is reminded that for the Task Orientation scales, the 


higher the score, the more task-oriented the individual is. 
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fostering a climate where high standards of excellence are valued and 
within which individuals can continually give the best of themselves. 

In the light of our previous discussion of the mentality of both 

groups with regard to Task Orientation (see pages 440 to 442 of chapter 
V), this finding was to be expected. Since this aspect of Task Orienta- 
tion reflects the basic value system one has toward the economic function 
of business, it should be relatively unaffected by the size of the organ- 
ization one is associated with, and be impervious to the pressure 


demands of small business. 


In contrasting the small business means to those of large 
organizational groups (see table 5.5) it can be seen that, in fact, for 
both cultural groups, the small business means are not significantly 
different from those of large companies. The English Canadian small 
business mean on Scale K is larger than the corresponding English 
Canadian organization means in five comparisons, smaller in seven and 
equal in three. The French Canadian small business mean is larger in 
eight comparisons smaller in six and equal in one. These results then, 
are highly consistent with the findings of Chapter IV as well as those 
of this chapter on Organizational Goals, both of which revealed that 
the French Canadian manager's value system is significantly less compa- 
tible with the activities and aims of business organizations be they 


large or small than is the value system of the English Canadian manager. 


With regard to the Consideration of Others dimension of 
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Component II, the results presented in Table 6 indicate that while 
English Canadian managers definitely show more consideration of others 
than do French Canadian managers in the sense of being more sensitive 
and sympathetic to the needs of subordinates in face-to-face relation- 
ships with them on the job (scale L), both ethnic groups equally 
endorse very highly the notion of having good human relations principles 
(scale m).! The significant difference between the means of each of the 
two ethnic groups on Scale L confirms the existence of a truly cultural 
difference already established in the study of large firms. In fact, 
the difference is more clear-cut in small firms, since the French 
Canadian small firm mean is significantly smaller than those of French 
Canadian groups in large organizations (smaller in twelve cases, larger 
in two, and equal in one, see table 5.7), while the corresponding 
English Canadian mean is not significantly different from those of 
English Canadian groups in large firms (ten smaller and five larger). 
Thus the gap between the two ethnic groups is wider within the context 
of small business organizations than within that of large industrial 


corporations. 


Regarding Scale M, it was found in the study of large firms 
that French Canadian managers value slightly more than English Canadian 


managers the broad human relations principles related to the Consideration 


The reader is reminded that the higher the score, the greater the 
degree of Consideration of Others for both of these scales. 
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of Others in the workplace. The difference was a iar toe iehd te signi- 
ficant one, though obviously not an important one from a practical 
Standpoint, being of such a small magnitude. In this Study of small 
business firms, this difference disappears due to the fact that the 
small firm French Canadian mean is significantly smaller than those 

of French Canadian groups in large firms (eleven are smaller, three 
larger and one equal, see table 5.6), while the corresponding English 
Canadian mean is not significantly different from those of large firms 


(eight are smaller, four larger and three equal). 


In this regard, it is interesting to review for this second 
component how the small business setting affects these cultural patterns 
in contrast to the environment of large organizations. We have seen 
that the small business milieu serves to render English Canadian managers 
more agressive than their large firm counterparts in terms of putting 
more emphasis on the immediate achievement of tasks, an effect which 
occurs also in the case of French Canadian managers who remain at the 
same high level of agressiveness in both environments. In terms of the 
Consideration of Others dimension, however, it is the French Canadian 
managers who are affected by these two different firm sizes. For both 
Scales L and M, the small business milieu renders French Canadian 
managers less considerate of others and less concerned about the human 
relations aspect of work than their large firm counterparts. The 
corresponding attitudes of English Canadian managers are, on the other 


hand, unaffected by these two types of environments. Finally we have 
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seen that the attitudes of both ethnic groups in terms of the target- 
setting dimension of Task Orientation are not influenced by this 


factor. 


In the opinion of the researchers, these differential effects 
served to corroborate what we know about the mentality of these two 
ethnic groups based on the ensemble of research data previously 
accumulated and discussed in this report. In short, we are in the 
presence here of interaction effects between two degrees of stress 
(the stress of large firms being relatively less intense than that of 
small firms, as described in detail on pages 686 to 687), and two 
different cultures, the English Canadian one being essentially indus- 
trialized and egalitarian, the French Canadian one being, in essence, 


non-industrialized and authoritarian. 


In a relatively less stressful economic setting (that of a 
large firm), one would expect the members of the former culture, being 
prepared for or adapted to, and therefore feeling relatively secure in, 
such an industrial environment, to have lower scores than members of the 
French Canadian culture on Scale J, since members of the latter culture 
are obviously much less adapted to and therefore feel much more insecure 
in this situation. In other words, the large industrial setting, being 
in itself very stressful for French Canadian managers, while not very 
stressful for English Canadian managers, should result in the latter 
being much more aggressive than the former in terms of applying this 


felt work pressure on others. On the other hand,one would expect that 
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English Canadian managers would have higher scores on Scale K than 
French Canadian managers, not because this Setting is less stressful 

to them, but simply because they are more identified with the goals 

of business. Indeed, stress and its accompanying tension are much 

less likely to have an effect on one's implicit ideal with respect 

to continued excellence of performance in the work setting, than on 
one's specific behaviour toward others in the rush to get the work 

out. It is well known in the social sciences that stress has a much 
less immediate effect on one's values and ideals than on one's relations 


with others in concrete situations. 


In terms of the Consideration of Others dimension, one would 
obviously expect that,in work-related interpersonal relationships, 
English Canadian managers would have higher scores on Scale L than 
French Canadian managers. Being much more secure than the latter, as 
we have discussed at length in Chapter V, as well as being essentially 
egalitarian in mentality, it is feasible to expect that they would be 
more understanding of the needs of subordinates, more “other-directed", 
though again, as discussed in detail in Chapter V, there is no reason 
to believe that both groups would differ greatly in terms of accepting 
in theory the practice of good human relations principles.! Stress, and 


its accompanying insecurity, in other words, has a much stronger effect 


1 
Though the French Canadian mean score was higher by a statisti- 


cally significant amount on Scale M, the difference remains a very small 
one for all practical purposes, the median difference of the magnitude 
of .20. 
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on interpersonal relationships than, once again, on one's ideals. As 
we have seen, all of these projected patterns of differences and 


Similarities in this second component did in fact occur in the study 


of large organizations. 


Given these elements, let us now consider the same two ethnic 
groups in an objectively much more stressful, competitive environment, 
that of small business firms. First of all, as previously suggested, 
we would not expect this added stress to have a marked effect on the 
two scales which directly reflect an individual's personal ideology 
about tasks and people, Scales K and Me We have seen that it does not, 
in fact, noticeably affect the average scores of either of these two 


groups on these two scales.! 


Stress should, however, have an impact on one's relationship 
with others at work. The kind of impact it has should be a function 
of the inherent cultural characteristics of the group members. Since 
English Canadian managers are members of a culture which is highly 
economic-oriented and egalitarian, the repercussions of stress on this 
group Should be to reinforce the Task Orientation dimension rather than 
to affect the Consideration of Others dimension. Indeed it would be 
more acceptable in terms of the protestant ethic mentality to emphasize 


more strongly the achievement of tasks than to de-emphasize the democratic 


On Scale M the small business French Canadian manager's mean score 
is statistically lower than those of large firms but the difference is 
negligible for all practical purposes, the median difference being of 
the magnitude of .20. 
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approach to people. We have seen, in comparing the results of Table 6 
to those of Tables 5.4 and 5.7 that this actually does occur. In 
Scale L, the English Canadian small firm mean is not Significantly 
different from those of large firm English Canadian managers. On 
Scale J, however, it is, and the median difference is .60, a fairly 
large one. It should be pointed out that the French Canadian small 
firm mean is also significantly larger than that of the corresponding 
French Canadian large organization means. However, the median 
difference in this case is only .10, a most negligible difference from 
a practical standpoint. The corresponding English Canadian difference 


is thus six times as large. 


On the other hand, since French Canadian managers are members 
of a culture which is essentially non-economic-oriented, yet highly 
authoritarian, the repercussions of this added stress on them should 
be to negatively reinforce the Consideration of Others dimension rather 
than to further intensify the Task Orientation dimension (especially 
in view of the fact that they are already high on this aspect of the 
Task Orientation dimension due to basic feelings of insecurity on their 
part within the context of industry, be it large or small, as previously 
discussed in chapters IV and V). In short, to further intensify the 
present high level of work pressure would be unacceptable in the eyes 
of French Canadian managers, since according to the French Canadian 
mentality, production per se, is inhuman (see scale D, page 283 of 


chapter IV) and subordinates are not encouraged to go beyond a minimum 


' ~ nevems 


0 neni: no tbanad dekign’d wrt? ogral ne 
eiakad!\a- fib sb acne danbie ail kek aul ahaa ave 
| Meme netbened dorest sds tads suo bedatoq od biuode 3T . ono 9g _ 

gntbaoqestt0. oft to sedt nada Yopra! Usnadttingle oels el a Ls) 
neibsm odd TevewoH .ansem noljestnagto ies ea 
most eonetsltib sldtgilgen teom » ,O!, yino ek sess efdy al soneetass : 


eonstsitib nskbensd deklgnd eens ofT .3ntogbnate ey aa 
sogxel an tomid xte eur aF 


éoribZ £°62 @a 


2todmem sis 2i9qensm mathanad donett sonte , baad tanto ons ad 


: 
* 
a 


an 
vVirigth Jay ,bstnetio-aimoenoss-non yviialineees et doidw o1u3iuo s to 


bluone ried? co aeatta babbs eld? to enolesuoreqes sit ,nsfisiiztodivuse 
tadget noteteamib exodsO to motsetebianocd oft sorointes ylevidansn 03 ed 
@liniseqes) soteaomth notzstnelrO lest of3 ytienednt refit of nedt - 
adi Yo Joagas ald ao dgid ybeeris ors yor? Jars Joe SAX Yo wetv at 
tied’ no ytituosent to egntheet otesd ot sub nokensmib notiainet10 dest ’ 
ylevotvetgq as .llame 1 sgtal 3 ed yyrgeubnk io txetnoo ef? nidttw J18q 
af? yiteaetn? toisxvi' os ,dvore aI .(V baw VI etetqero nt beeevoalb 
aoye ond ni eldsiqezoanu od bleow siveestq Axow to Level dgtd Insae3q, 


natosas) done? sil2 oJ gatbroosg souls ,.aisganam neibansd donet® a eu 
2 : ; 


War ‘ 


io EBS sgaq .l slave 92a) comudak as e922 teq nokjoubotq & tis: 


muninin s baoysd eg o3 bogsivestie ton sts esdantbrodue rt (\ f ts. 3q. 
. a ia 


> 


- 700 - 


level of production (see page. 440 of chapter V). It will also be 
futile since, again according to this mentality, people having an 
inherent dislike for work can only be "pushed so far", Since further 
“applying the whip" is not an acceptable solution, there remains the 
possibility of further "tightening the reins". This tougher, disci- 
plinarian approach to the problem is, of course, most acceptable within 
the context of a highly authoritarian culture. In fact, we have seen 
for Scale L that the French Canadian small firm mean is significantly 
smaller than those of their large firm counterparts, while on Scale ur 
the small firm mean is significantly larger than that of their kind 

in big corporations. However, while the latter median difference is 
only .10, a negligible one, the former median difference is .70, an 
obviously much larger and important one. Viewed in this manner then, 
these differential patterns of differences and similarities are 
meaningful, and provide further proof of the existence of strong, 
deeply-rooted cultural differences in management thinking between these 
two ethnic groups, thereby creating profound problems of communication 
which obviously cannot be solved by simply breaking the language barrier 


which exists between them. 


The results presented in Table 6 clearly indicate that French 
Canadian managers of small business firms are much less inclined to 
involve subordinates in the decision-making process of industry (scale 


N) and exercise much stronger control over the work of others 


: The reader is reminded that the higher the mean score for Scale N, 
the greater the degree to which an individual favours Participation in 


Decision-Making by subordinates. 
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(scale o)! than do English Canadian managers. In both comparisons, 

the differences between the means of these two ethnic groups are highly 
Significant. This finding is similar to the results obtained in the 
study of large organizations. It is interesting to note that,for 

both ethnic groups, the small firm means of Scale O do not differ 
significantly from those of large firm managers (for both groups, 

the small firm mean is larger in six comparisons and smaller in the 


nine others, see tables 5.8 and 5.9). 


Regarding Scale N, the French Canadian small firm mean does 
not differ significantly from the French Canadian means of large 
organizations (it is larger in seven cases, and smaller in the remain- 
ing eight). In the corresponding comparison for English Canadian 
managers, however, the English Canadian small firm mean does, in the 
direction of being smaller than those of their large company English 
Canadian counterparts (smaller in eleven cases and larger in three, 
one being equal). Thus, the gap found to exist between the two groups 
in large firms is narrowed somewhat within the context of small business. 
The difference remains nevertheless, a large one, and it is clear from 
these results that,in both small and large industrial organizations, 
French Canadian and English Canadian managers adopt very different 


managerial styles of leadership in dealing with subordinates at work. 


For Scale 0, the higher the score the less the degree to which 
close supervision of subordinates' efforts are favoured. 
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In summary, the research findings for the Management of People 
in small business enterprises definitely verify (as they did for Organ- 
izational Goals) the marked cultural differences found to exist between 
the two groups in large corporations. This wide disparity was found 
to be consistent across all three components of the leadership process 
in small business organizations, and corroborates the dynamic interrela- 
tionships between these components which account for the divergent views 


of the two groups, as described in Chapter V. 


For Component I, both ethnic groups in small enterprises 
express higher Status Needs and both show a Stronger Theory X orientation 
toward others in the workplace than is the case in large corporations, 
but the disparity between them on these attitude dimensions of the first 
component, which was so wide in large companies, also exists in the small 
ones. With respect to Component II, the marked cultural differences 
found in large organizations generally held up again in small business 
enterprises. In contrast to their counterparts in large organizations, 
both English Canadian and French Canadian small company managers are 
more "pressure-oriented" with respect to task accomplishment, but the 
much greater difference between English Canadian managers in contrasting 
large with small organizations than was evident between French Canadian 
managers (in the two types of organizations) reduced the disparity between 
these two ethnic groups in small companies to a magnitude which was not 
significant. However, in the standard-setting aspect of Task Orientation, 


the two groups remained far apart in their views. French Canadians show 
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less inclination to be considerate of others in their day-to-day inter- 
action with subordinates than do their counterparts in large companies 
and the disparity between the two ethnic groups in small companies is 
even wider than that found in large organizations. With respect to 

the broad principles of good human relations, the two groups in large 
organizations differ to a significant degree, though from a practical 
standpoint, the gap between them is not large. In small companies, 

no difference is found between them on this dimension of Consideration 
of Others. It was suggested that the pattern of differences between 
the large and small companies for both groups in the attitude dimensions 
of Component II was due to the greater stress and its accompanying 
tensions and insecurity on the part of small company managers relative 
to those in big corporations, who work in a relatively less threatening 


atmosphere. 


The same strong cultural difference shows through again when 
comparing large to small company managers on the attitude dimension 
embodied in Component III, As are their large company counterparts, French 
Canadians, relative to their English Canadian colleagues, are strongly 
inclined toward the restriction of employee participation in decisions, 
and favour close surveillance of subordinates' work. English Canadians 
favour much more than French Canadians the involvement of subordinates 
in work decisions, and lean much more toward a freer, more general form 
of control. Thus, French Canadians and English Canadians differ widely 


in small business enterprises in their personal philosophy of management, 
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in their views of tasks and people involved in these tasks, and in their 
style of supervising subordinates. In order to complete the study of 
management attitudes in small business concerns, there remains an inves- 
tigation of the work motivation of the two ethnic groups, a matter to 


which we will now turn our attention, 


Work Motivation 

The presentation and interpretation of the research findings 
for this section will be conducted in three phases. First, an analysis 
will be made of the rank order differences between the two ethnic groups 
on the twenty motives. As in the large organizations study, relatively 
large differences between the two groups (rank order differences of two 
or more) will be the major focus of interest. Secondly, these differences 
will be compared to those identified in the large corporations study as 
cultural differences, in order to determine the extent to which the latter 
differences apply to small organizations as well. Obviously, if they are 
truly important cultural differences, they should apply. Thus, this analy- 
sis serves as a form of verification of the large firm findings. Finally, 
the small firm results will be contrasted to those of second level Non-Ser- 
vice organizations in order to obtain some insight into the manner in which 
these two distinct milieus differentially affect the motivational patterns 


of French Canadian and English Canadian managers in industry. 


Turning first to the analysis of ranks for each of the two eth- 
nic groups in small business firms, the results presented in Table 7, clear- 


ly indicate that there is a fair amount of disagreement on the relative 
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Table 9.7 - Priority Rankings of Twenty Work Motivations by French Canadian 
(FC) and English Canadian (EC) Managers in Small Business Organizations, 


Motivations F.C. Managers E.C. Managers Difference 
Rank Rank 
A 7 “ 3 
B 20 19 1 
Cc 8 5 3 
D ll 16 5 
E 19 20 1 
F 6 665 05 
G 9 10 1 
H 12 13 1 
i 3 2 1 
J 4 8 4 
K 16.5 17 05 
L 14 12 2 
M 16.5 15 1.5 
N 5 6.5 1,5 
e) 18 18 0 
P 10 3 iz 
Q 15 ll 4 
R 13 14 1 
Ss 2 i 1 
T 1 9 8 
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importance be attached to many of these work motives. While the rank 
differences are negligible for eleven statements (in only one statement 
are the ranks the same), the differences found on the remaining eight 
motives are for the most part quite substantial, five of these being of 
four or more ranks. This rather low level of agreement (the tau corre- 
lation is only .65) is further substantiated by the fact that the lar- 
gest rank discrepancies involve motives that one or the other of the two 
ethnic groups considers to be of primary importance to them (rank among 
the top five motives). Thus the motive given top priority by French 
Canadian managers, Statement T 1 (job specialization), is ranked in ninth 
position by English Canadian managers. Conversely, the motive ranked 
third most important by English Canadian managers, Statement P (efficient 
work equipment), is ranked tenth by French Canadian managers. Similarly, 
whereas motive J (power and authority), is ranked in fourth position by 
French Canadian managers, it is given a rank of eight by English Canadian 
managers. The motive this latter group considers to be fourth in priority, 
Statement A (salary), is ranked in seventh place by French Canadian mana- 
gers. Finally, the motive ranked fifth by English Canadian managers, 
Statement C (promotions), is given a rank of eight by French Canadian mana- 
gers. Nevertheless, it is interesting to note that both groups consider 
the training and development of subordinates for responsible positions 


(statement S) and the acquisition of greater responsibilities (statement I) 


The reader is referred to page 534 where the statements are repro- 
duced with the letters used to identify each of them. 
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to be among the incentives of primary importance to them. The two groups, 


moreover, substantially agree on the incentives they consider to be of 
relatively minor importance to them (those ranked among the bottom five) 
namely: Statements B (shorter hours), E (definite and regular hours), K 


(being exposed to criticism) and O (friendships at work). 


As mentioned above, the two largest discrepancies occur with 
regard to Statements T (a rank difference of eight) and P@ rank diff- 
erence of seven). The importance of these differences is attested by the 
fact that in none of the large company ethnic comparisons does one find 
a difference of such a large magnitude on any given statement ( a diff- 
erence of six ranks was found on one occasion only). Thus, French Cana- 
dian managers, to a considerably greater extent than their English Cana- 
dian counterparts, wish to specialize in the job area they are most in- 
terested in (statement T). Conversely, the latter have a much stronger 
desire than the former to acquire more functional work. facilities (state- 
ment P). The significance of these and other discrepancies between the 
two ethnic groups will be discussed in phases two and three of our analy- 


sise 


Examining further the data in Table 7, it can be seen that the 
third most important difference between the two ethnic groups lies in 
their consideration of the importance of job security (statement D). 
While English Canadian managers consider job tenure to be of relatively 
minor importance to them (they rank this motive in sixteenth position), 


French Canadian managers definitely do not feel this way. Although the 
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latter do not consider it to be of primary importance to them either 
(they rank this motive in eleventh place), they nevertheless express 
a much stronger need than do English Canadian managers to be reassured 
that the job they presently hold is theirs for as long as they wish to 


have it. 


The differences of the next highest magnitude, discrepancies 
of four ranks,occur with respect to motives J and Q. French Canadian 
managers consider power and authority (statement J) to be a motive of 
primary importance to them, while English Canadian managers definitely 
consider this motive to be of lesser priority, though obviously not of 
minor importance. On the other hand, English Canadian managers are 
much more inclined to want to work with fewer people, a consideration 
that French Canadian managers almost classify as being of minor impor- 


tance (statement Q). 


Differences between the two ethnic groups of three rank orders 
occur with respect to incentives A (salary) and C (promotions) both in 
the direction of English Canadian managers striving to better themselves 
financially and in terms of advancement to a significantly greater extent 
than do French Canadian managers. In fact, though both groups attach a 
relatively high priority level to these two incentives, English Canadian 
managers classify them as top priority ones (among the top five) white 
French Canadian managers do not feel that they are of major importance. 


Finally, one incentive,Statement K, reveals a difference of two ranks, 
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with English Canadian managers desiring less tension and trouble at 


work to a somewhat greater degree than do French Canadian managers. 


To summarize the major findings in terms of the need systems 
outlined in Chapter VI, the most salient of these differences occurs in 
the Self-Actualization Needs. On the whole, English Canadian managers 
have stronger Self-Actualization Needs than do French Canadian manage rs 
by striving much more intensely to acquire better equipment, facilities 
and further promotions (a combined rank difference of twelve units). 
Conversely, it is also true that French Canadian managers much more 
strongly desire to become job specialists or experts than do English 
Canadian managers. It is evident that these two groups seek to self- 


actualize in work in very different ways. 


French Canadian managers express stronger over-all Security 
Needs than do English Canadian managers by striving to obtain, to a much 
greater extent, reassurance with regard to job tenure, although English 
Canadian managers, to a somewhat greater degree than French Canadians, 
wish to be relieved of worries and tensions on the job. While the Es- 
teem Needs of French Canadian managers are greater in that power and 
authority are much more important to them than they are to English 
Canadian managers, the latter have stronger Economic Needs in that 
they are more motivated by financial remuneration than are French Cana- 
dian managers. Finally, in terms of Social Needs, English Canadian 


managers, much more than French Canadian managers, wish to deal with 
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fewer people in the accomplishment of their tasks. 


Having described the major differences in the motivational 
pattern of each of these two ethnic groups, let us now examine to what 
extent these differences correspond to those found to exist consistently 
between the two groups in the five ethnic comparisons outlined in Table 667. 
In comparing the data presented in Table 6.7 to those of Table 7, it can 
be seen that most of the differences in motivation identified as cultural 
ones in the study of large organizations are also prevalent when compar- 
ing English Canadian managers to French Canadian managers of small firms, 
namely (in the order presented in table 6.7): Statements J, D, Q, T and A. 
Thus for these statements, the same interpretations as those made in the 
analysis of motivation in large organizations are appropriate to the study 
of small companies, hence no further comments are warranted here, except 
to point out that these differences are particularly profound cultural 
ones, since they not only exist at different levels of large Non-Service 
and Service organizations, but among managers of small business enterprises 
as well. Work motive Statements S and F, ranked differentially in a suf- 
ficiently consistent manner to be interpreted as cultural differences in 
the study of large organizations, did not turn out to be particularly sig- 
nificant when comparing the motives of English Canadian managers to those 
of French Canadian managers within the context of small businesse Regarding 


Statement S, the small rank difference of one is nevertheless in the same 


direction, English Canadian managers valuing a little more the develop- 


ment of subordinates than French Canadian managers. Hence, in this regard, 
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the trend of differences is not broken and the cultural difference 
remains a deep-seated one. The trend of differences, however, is 
broken for Statement F (treating people as human beings). In the 

study of large organizations, it was suggested that French Canadian 
managers did not feel the need to treat people as human beings to the 
same degree as English Canadian managers, because in their minds it 

is not possible to do so in big business ( see pages 567 and 568 of 
chapter VI). It is quite possible that small firm French Canadian 
managers feel, however, that it is feasible to do so in small business, 
especially in view of the fact that these managers are members of 

French Canadian-owned firms,and not English Canadian-owned firms as is 
the case in the study of large corporations. Though this interpretation 
is, in the opinion of the researchers, sound and reasonable, it is not 
to be interpreted as definitely a proven point. It is an attempt ,rather, 
to lend meaning to this particular research finding, and to highlight an 
area in which research is needed. This and other contentious issues un- 
covered in this study of industrial leadership should be viewed in this 


French Canadian and English Canadian managers of small firms 
give different ranks (ranks of two or more) to three statements which did 
not give rise to a significant trend of differences in the study of large 
organizations. The most important of these, obviously, is Statement T 
(job specialization), ranked in first place by French Canadian managers 


and in a much lower rank position by English Canadian managers. Table 6.7 
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reveals that,in four of the five large firm comparisons, French Canadian 
managers also rank this statement higher than do English Canadian managers. 
In one comparison however, the trend is reversed. Because of this rever- 
sal, it was not possible to interpret this trend as a significant cultural 
one. (The sign test requires no reversals in a minimum of four compari- 
sons for a trend to be statistically significant beyond the .13 level of 
confidence). The added information of small firms, however, especially in 
view of the fact that the difference is such a large one in this latter 
comparison, clearly indicates that the difference is a cultural onel , 
French Canadian managers of both small and large business firms have a 
greater need to specialize in the job area they like best. It is evident 
however, that the gap is a much more salient one in small business firms, 


a consideration which will be dealt with shortly. 


With regard to Statements C and L, no significant pattern of 
differences between the two ethnic groups emerges on the basis of these 
additional data. It is interesting to note however that for both groups, 
small business managers are less motivated for promotions than are mana~ 
gers of large corporations, presumably because there is more opportunity 


for advancement in the latter institutions. 


In the study of large organizations, the correlations between 


the French Canadian and English Canadian rank orders over the twenty 


- The trend of differences is significant beyond the e13 level of 
confidence. 
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motives vary from a low of ./76 to a high of .86 across the five mana- 
gement level-by-organization type comparisons made. Specifically, in 
Service organizations, the correlations are ./6 and ./77 respectively 
at levels 1 and 2 of management. In Non-Service organizations, the 
corresponding correlations are .80 and .86. Finally, at level 3 of 
management for the combined Service and Non-Service groups, the 
correlation was .80. In the case of small business firms, the tau 
correlation between the two ethnic groups is .64s,thereby indicating 
that the rankings of motives of small firm English Canadian and 
French Canadian managers are much more dissimilar than those of corres- 
ponding large firm managers, be they members of lower, middle or top 


management of either Service or Non-Service organizations. 


In order to briefly explore the nature of this large discre- 
pancy, it was decided to contrast the motive rankings of small business 
managers to those of large company managers at level 2 of Non-Service 
organizations. As previously mentioned in this, chapter, it ,is, Go.this 
group of large firm managers that small firm managers are most comparable 
(see page 673). As a further check, tau correlation co-efficients were 
computed between the rank orderings of motives of small firm French 
Canadian managers and each of the five French Canadian large firm groups. 
The correlation between small firm managers and second level managers is 
.75. No correlation was found to be higher, although two others were 
of the same magnitude. Similar correlations were made for English 


Canadian managers and the highest correlation found was the one between 
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small firm managers and second level managers of large Non-Service 
organizations (.81). Thus, it can be seen that there is some justifi- 
cation for using this second level large firm group as a basis for 
comparison since small firm managers of both culture tend to resemble 


most in mentality this particular group. 


Another reason why this group of second level managers is 
of interest is the fact that it is precisely at this level within 
large organizations that the two ethnic groups' rankings of motives 
were most similar (.86). Since this comparison offered the sharpest 
contrast between the two sets of cultural differences (the difference 
of .86 and .64 being the largest correlation disparity), it was felt 
that it would provide a clearer picture of which motives were most 
salient in accounting for this differential level of agreement be tween 
the two groups. In other words, having established that French Canadian 
and English Canadian managers' rankings of the twenty motives were more 
dissimilar in the context of small business than in any of the large 
firm similar comparisons between the two ethnic groups, the comparison 
whereby French Canadian and English Canadian large firm managers have 
the most similar rankings was chosen as an extreme contrast to highlight 
those motives which best explained this differential level of congruence 
between the pattern of motives of each of the two ethnic groups found 


to exist in small and in large organizations. 
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This contrast of cultural differences is presented in Table 8. 
It can be seen from these results that two statements, motives T (job 
specialization) and P (efficient work equipment), account for the greater 
part of the discrepancy between the degree of similarity ( tau correla- 
tion of .64) in the rankings of the twenty motives by French Canadian and 
English Canadian managers of small firms as against the degree of similar- 
ity ( tau correlation of .86) in the rankings of these same motives by 
English Canadian and French Canadian managers at level 2 of Non-Service 
organizations. While the rank difference between English Canadian and 
French Canadian managers is of one rank only for Statement 7 inv laree 


organizations, it is one of eight ranks in small business firms, 


The discrepancy is therefore one of seven ranks between the 
ethnic rank difference of small firms and the ethnic disparity of rank- 
ings in large firms, It is interesting to note in this regard the rever- 
sal in ranks between these two groups in comparing one milieu to the othere 
That is, while job specialization is much more important for French Cana~ 
dian small firm managers than for French Canadian large organization 


managers, the opposite is true of English Canadian managerse 


In terms of Statement P, however, it is the English Canadian mana- 
gers of small firms who consider efficient work equipment to be of much 
greater importance to them than English Canadian managers of large firms, 
while French Canadian managers of both types of institutions feel about 
the same concerning the utilization of better equipment. For this state- 


ment, in large firms, the rank difference between the two ethnic groups is 
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Table $.8 - Priority Rankings of Twenty Work Motivation by French Canadian 
(FC) and English Canadian (3C) Managers in Small Business Organizations 


and at Level Two of Management in Large Non-Service Organizations, 


Small Organizations Large Organizations 
Motivations a a ng Wig Difference Big Belo Difference 
Rank Rank Rank Rank 
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very small (one rank) while the corresponding difference in large firms 
is a very large one (seven ranks). Here, the discrepancy between the 
ethnic rank difference of small firms and that of large corporations is 
one out of six rankse Thus the much greater lack of similarity in the 
rankings of motives by French Canadian and English Canadian managers of 
small firms, when compared to the difference in rankings of large firm 
English Canadian and French Canadian managers, is for the most part 
attributable to the fact that, although both ethnic groups in large or- 
ganizations have a fairly strong need for specializing in a job area of 
their liking, and a moderate need for acquiring more functional work. 
equipment and installations, within the context of small business, the 
relative importance of these two needs or incentives is very different 
indeed for French and English Canadian managerse In the opinion of the 
researchers, this can best be understood in the light of all previous 
discussion on the different level of stress engendered by these two dis- 
tinct organizational environments(see page 686). Under greater stress, 
the more cogent needs tend to be those related to Self-Actualization 
(unless the stress is so severe that the individual cannot possibly feel 
that he can cope, in which case Security Needs come to the forefront). 


Roth Statements (T and P)are part of the Self-Actualization need systems. 


It is evident, however, that the two groups react to stress 
in a manner which is in accord with the mores and values of their respec- 
tive cultures. The economic orientation of the English Canadian culture 


impels English Canadian managers to strive to cope with this stressful, 
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competitive condition in an economic way, the acquisition of more func- 


tional work equipment. 


It is important to note here that there is,in fact, much justi- 
fication in this environment for better, more efficient equipment. Small 
businesses do indeed need these tools to survive and expand. However, 
there is no reason to believe that French Canadian firms need them less. 
Yat the reaction of French Canadian managers in this environment is to 
develop a very strong need to become specialists rather than to acquire 
more functional work equipment. This reaction is, of course, in line 
with the less economic but more authoritarian-oriented value system of 
the French Canadian culture. Instead of feeling a strong need to enhance 
the position of the company in an impersonal way, they develop an urgent 
need to strengthen the authority of their position by desiring to become 


more personally competente 


The dynamics of this "turning inward" to protect the self has 
been described elsewnere (see the Introduction to chapter V)-. Suffice it 
to say that the need expressed in Statement T is much more dysfunctional 
than the one reflected in Statement P in the sense that the requirements 
for expertise in small firms are much more limited than in large firms. 
This inappropriate response on the part of small firm French Canadian 
managers is an indication of the emotional nature of their reaction to 
stress, and reflects on the inability of the French Canadian to stronely 


identify or integrate with the economic function of business enterprises. 
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In the same vein, it can be seen in Table 8 that Salary (state- 
ment A) becomes less important to small firm French Canadian managers in 
comparison to those of large firms, while it remains just as important 
to both groups of English Canadian managers. Although Promotion (state- 
ment C) is less important to members of both cultures in small firms 
than to managers of large ones, nevertheless this incentive is a much 
more important one to English Canadian managers than to French Canadian 
managers of small firms, though both equally value this incentive in 
large companies. Thus, it is apparent that the needs of Enelish Cana- 
dian small firm managers are much more in line with an ideologv of eco- 
nomic growth and company expansion than is the case for French Canadian 


managers. 


In concluding this study of the attitudes of small business 
managers, a few summary comments are in order. As mentioned earlier in 
this chapter the major purpose of this study was to determine whether or 
not the dramatic cultural differences found between the two ethnic groups 
at management levels in large organizations with respect to the three broad 
dimensions of industrial leadership (Organizational Goals, the Management 
of People, and Work Motivation) would also be revealed when the two groups 
were compared in companies of much smaller size. That these strikingly 
wide differences in attitude and outlook did in fact hold up in small 


business enterprises has been fully confirmed in this chapter. 


As in large organizations, the two groups are widely divergent in 
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their evaluation of the Economic and Social-Humanitarian sets of goals. 
They differ significantly in the priorities they assign to the ten or- 
ganizational objectives, and in the streneth of feeling they attach to 
the importance of these objectives. As discussed previously, these 
results confirm the fact that the typical English Canadian manager is 
much more economic-oriented in his view of Organizational Goals than 

is his French Canadian colleague, while the latter shows a much stronger 
inclination than the former toward the Social-Humanitarian objectives 
of business organizations. The research results for small enterprises 
dramatically confirm also the research findings for the large organiza- 
tions with respect to Goal Conflict, substantiating the fact that the 
two ethnic groups are "worlds apart'' in their perceptions of the com- 
patibility of business objectives with other personal goals. It was 
suggested in this context that the relatively stronger economic orien- 
tation of the small business French Canadian manager, in contrast to 
his ethnic counterpart in large organizations, very Likely accounts 

for the sharper conflict he experiences with regard to money and ma- 
terial gain (a conflict which is even stronger than that character- 


istic of his large company French Canadian counterpart). 


In addition, the small company research findings substantiate 
very strikingly the wide differences revealed in large corporations be- 
tween the approaches of the two ethnic groups to the process of leader- 
ship. In small organizations, as in large ones, the typical French Cana- 


dian manager differs from his English Canadian colleague in his personal 
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philosophy of management (component I), in his approach to tasks and 
people (component IJ) and in his style of management (component III). 
With respect to the findings on Component II, it was suggested that 
the large organization and the small company represent industrial set- 
tings which differ rather widely in terms of respective levels of stress 
’ 
to which their management members are exposed. It was pointed out that 
the small company, in contrast with the large organization, is character- 
ized by a strongly competitive, "fight for survival" mentality which gen- 
erates a sense of tension and insecurity among its management members who, 
at senior levels, feel much more "under fire", likely more so than their 
large company counterparts. The research findings for both Task Orien- 
tation and Consideration of Others indicate that the two ethnic groups 


respondsto this high tension in terms of their predominant cultural char- 


acters tics. 


The English Canadian small company manager, being more identi- 
fied with the goals of business, and being more egalitarian in his values, 
respond by emphasizing the task to be done, and is inclined to exert pres- 
sure on subordinates to achieve it. The French Canadian, being — iaen= 
tified with economic objectives and being a member of an essentially au- 
thoritarian culture, responds by "acting out'' his tension and insecurity 
on others in the workplace, that is, by adopting a disciplinarian approach 
to subordinates. It was pointed out that,in contrast, the large company 
English Canadian manager, being exposed to less stress, tends to be less 


pressure-oriented in his approach to task accomplishment. The French Cana- 
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dian, in the context of a large corporation, tends strongly toward the 
"hard line'' approach to subordinates, but is still much more inclined 


this way in the more stressful small business setting. 


The analysis of the research findings on Work Motivation among 
small company managers still further substantiated the wide, culture- 
based disparity between the two groups which was clearly revealed to 
exist in large organizations. This disparity is, in fact, considerably 
greater in small than in large enterprises, with lower over-all agree- 
ment between the two ethnic groups in the importance they attach to the 
whole array of work incentives, and wider differences between the two 
groups on several specific work incentives, particularly those related 
to specialization in a specific job area, (statement T), and efficient 
work equipment and installations (statement P). As pointed out, the 
typical French Canadian manager is strongly motivated to develop ex- 
pertise in a particular area of interest, while for the English Canadian 
manager, this motive is not a particularly impelling one. The English 
Canadian manager, however, strongly desires better equipment and facil- 
ities, while this is not a strong need for the French Canadian. This 
sharp difference with respect to these two incentives is not evident in 
large organizations. It was suggested that this contrast stems from the 
culture-based reactions of the two groups to the relatively strong de- 
gree of stress and tension which characterize the climate of small 
companies. The French Canadian manager's motivational strategy for 


dealing with this stress is to seek the comfort and security of expertise 
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in a limited field of endeavour, while the English Canadian strives to 


pain the competitive advantage of better facilities. 


In addition to these large discrepancies, it was found that 
most of the major differences between the two groups with respect to 
their work motivation within large organizations occur in small com- 
panies as well, specifically those differences related to power and 
authority (statement J), job tenure (statement D), dealing with fewer 


people to get work done (statement 9) and better salary (statement A). 


It is evident then, that an examination of the attitudes of 
French Canadians and English Canadians working in their own respective 
milieu, in which they are much freer to develop the climate within 
which they feel most comfortable, clearly reveals that as great and in 
many instances, even greater cultural differences exist than in large 
corporations, where they are in day-to-day interaction with each other, 
In fact, it is safe to say that the gap between the two groups is widened 
in small business. Though existing side by side within the narrow 
limits of a business community, the two groups remain virtually 
"strangers"! in terms of their respective concepts of good leadership 


practices, economic orientation, and work motivation. 
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Chapter X 


Cultural Differences in Leadership 


Among French and English Canadian Students 


Enrolled in Schools of Business 
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As mentioned earlier in this report (see chapter I, page 18), 
there were two reasons for studying the attitudes of French Canadian and 
English Canadian business students, First, since members of both 
ethnic groups very likely will be the business leaders of the future, 
it was considered of interest to determine whether or not differences 
exist in the attitudes they hold toward the three dimensions of 
industrial leadership (Organization Goals, the Management of People and 
Work Motivation), and if they do, to what extent these differences are 
large ethnic ones within the student population. Secondly, it was 
of interest to determine whether differences in attitudes found between 
the two groups of older, experienced members of the French Canadian 
and English Canadian cultures, those who already hold responsible 
positions in industry, would also exist between members of the two 
groups who had not as yet commenced their careers in the business world. 
Indeed, if large disparities in attitude do presently exist between 
French Canadian and English Canadian students of business, and if these 
differences are similar to the ones found to exist among present managers 
of large and small industrial organizations, it is likely that such 
culture-based differences will remain over time. The considerable impact 
this could have on the development of a Canadian bicultural economic 


System is obvious, 


In this chapter, the problem of sampling is discussed, including 
the basic issues which were confronted, the decisions made with regard 


to these, and the procedure which was followed in the selection of business 
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schools and students within these schools. The general procedure 

utilized in the conduct of the study is then described, along with 
the techniques of measurement employed in the analysis of the data. 
Finally, the research results and interpretations of these results 


are presented. 


Selection of the Sample 


Sampling Considerations 


As in the problem of selecting a sample for the study of 
large industrial organizations, (see chapter II, page 22), there were 
several major factors to be considered in choosing the sample for this 
study of business school students. Attention was initially directed 
toward four main issues. First, the total size of the sample of French 
Canadian and English Canadian students was an important consideration, 
Secondly, the number of schools to be included within which these students 
were enrolled was an issue at stake. Thirdly, the comprehensiveness of 
coverage of the business student body within these schools had to be 
decided upon, specifically, which year levels were to be included in each, 
Fourthly, the geographical and demographic representation of the schools 
was a problem which required a solution, since there are, of course, 
schools of business within universities which are spread across Canada, 
and these schools represent sharp variations in size, ethnic composition, 


and religious affiliation. 


Prior to the actual selection of students to be included in the 


survey, the following general decisions were made with respect to these 
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four major issues. First, (as in the study of large business organiza- 
tions), a completely representative sample of business schools existing 
in Canada was simply not possible to attain because of the enormous 
cost in time and resources that this would have involved, and of course 
the inevitable refusals of some schools to cooperate in the study. Two 
other alternatives to this approach were considered, but rejected by 
the researchers. These alternatives were: (1) selecting a large 
number of students from only one or two institutions (such as one from 
each culture), or (2) including in the study a few students from a 


large number of business schools. 


The first alternative was abandoned chiefly because of the 
possibility that the peculiarities or unique features of the student 
body in one or two institutions would unduly influence the research 
results, providing a narrow and distorted picture of business students! 
attitudes. The second one was rejected mainly because it would have 
been an exceedingly costly and time-consuming task to make the great 
number of contacts or visits that this strategy would have entailed, 
too much so for the importance of this minor phase of our study. It 
was therefore decided to select a few schools, rather than one or two 
(or an exceedingly large number), concentrating our efforts on those 
which were considered important ones in the area of business education. 
One criterion which was considered essential in determining the importance 
of a business school was its size in terms of total enrollment of students, 


while a second one was whether or not it included in its program of 
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study both undergraduate and graduate levels of training. However, 
there were other crucial factors to consider, such as geographical 
location, ethnic composition and religious affiliation. Decisions 


made with regard to these criteria are discussed below. 


With respect to business school size, it was considered best 
to select those of large enough size to constitute major sources of 
recruits for Canadian business. This criterion also served the purpose 
of increasing the likelihood of obtaining a reasonable rate of return 
of the questionnaires used in the research. It was decided therefore 
to classify the business schools of Canada into large, medium and 
small categories, having student bodies of more than three hundred, 
from one hundred to three hundred, and less than one hundred, respecti- 
vely, and to select students only from the first two of these classifica- 
tions. The population of small schools (less than one hundred students), 
was eliminated from consideration for inclusion in the study because 
the total number of students enrolled in all of these schools taken 
together is only approximately two hundred and eighty. It would have 
been too costly and time-consuming to have included these, and besides 


none of them offers graduate programs of study. 


With respect to the coverage of year levels within each school, 
it was decided that in those schools which included both undergraduate 
and graduate programs of study, students would be selected from four 
year levels, namely: (1) the first undergraduate year, (2) the terminal 


or final undergraduate year, (3) the first year of the graduate level, 


im sad =! beer nd egeee wn 
‘Yo oearuds totas s2ud23eR00 00 dies = a 
saoqzeq ads a e, aria cas aidT ,e0entend 


, es tine ees Stn ) 308 


- prautes Io oa7 ahieacnatrs & aniaiaido io boodtlodtt od gates a3t 
Siciaxed? ysbineb eaw 31 sotepiel od) beau sertannolsseup edd | 
bas mikbon ,optal ott obansd 20 aloodae asontsud odd ytiasalo a3 
cberbinuit oe aald stom to esthod Insbusa gntved ,2elxogezas Lae | 
-Lissqker .berbewd ono mady eae baa ,berbedd seadt of berbnud ano mot? 
saoKSbuad> eaads 10 od Sundd off mor yino ‘edacbade abled od Bab’, qtey 
<(satiebute bexbriuc smo dada eset) eloorise Tame 26 nokzsleqog edt “senoks 
eayeoed ybute oro a) nokatfoat 10% sotiatebtencs mort beradiatis taw 
weilat floomye ocods to Tia mt bolloras etasbose 10 tadmun Ied0d off 7 
aved binow Jf = .tilyso ban beviviwd ows yletamtxorqqs yino et ‘edd ogot ; 
sobieed bas ,ozcd? betslont ovad of gnimtendo-suld boa ¥l3a05 Got" nsed - 


evhete Io saaigortq stavbsig srstio mod? ‘Xo ‘scion 
a 


sioviise do49 nidiiw elovel zesy 20 ogaravos ef oF Josqeet diiv 
Stee Cae 
wiaubetgrebny djéd hsbulonk doaidw eloodoe egodd ai 3ad3 bebtoeb eaw 3k 
= : re a. 4 


s 


3402 movi beizelea ad biuow etnsbute ,ybude to amstgotq staubatg b 
a 5 ; alll ; 
lenteses oft (S) .wpey staubergiobau tarkt ade (2) >ylemen ,aleval 


sfavel elegbaig sf3 io taey Jerk edd (£) ,189y sdavbsrgrebay 


a i 


and (4) the final year of graduate academic training. In those schools 
which included only an undergraduate program, students would be selected 
from the first, and the terminal years of Study. This was done so that 
the amount of learning which has taken place among students between 

their initial and their final year would be accounted for. It was 
expected that true cultural differences in attitudes between the two 
groups would be identified if they tended to show up at all four of these 
levels studied. It was felt that these extreme year levels would fully 
take into account the extent to which this learning could affect attitude 
changes while at the same time represent the "climate" of a school to an 
adequate degree. To have included the second and third years of training 
as well would have risked the danger of an excessive rate of refusal 


because of class scheduling problems encountered among other difficulties. 


In considering the geographical representation of the sample 
to be selected, it was decided to choose business schools from across 
Canada since it is reasonable to suppose that students residing in 
different parts of the country would represent different shades of opinion 
toward the dimensions of industrial leadership included in the study, 
especially in view of the fact that Canadian industry itself is distri- 
buted unevenly across the country. The decision was made to consider 
Canada to be divisible into three major areas or regions, namely: Western 
(west of Ontario), Central (Ontario and Quebec) and Eastern (east of 


Quebec), and to select business schools representing each of these areas. 
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With regard to the ethnic composition of the student bodies 
of business schools, it was decided to select schools representing 
those in which the language of instruction is entirely English, and 
to select those in which the language of instruction is entirely French, 
so that the attitudes of students in these separate types of institutions 
would best reflect those of their respective cultural milieus. To have 
included French Canadian students enrolled in English Canadian institu- 
tions, and the reverse, was not a feasible alternative to this decision, 
since very few English Canadians and French Canadians attend each other's 
schools, and also since those who do could be influenced in terms of 


their attitudes by attendance in a school of the other ethnic group. 


With respect to religious affiliation, it was decided to include 
within the sample of English Canadian business schools,two which were of 
Catholic affiliation so that the degree to which religion, as an aspect 
of culture, would contribute to attitude differences which might be 


found between the two ethnic groups of students, would be accounted for. 


Selection of Business Schools 

A study of all programs of training in business or commerce in 
Canada revealed that such programs were included in forty-four universities 
across the country. Of these, twenty-two were eliminated because their 
programs of training were restricted to a few courses leading to an 
Honors B.A. in Business or Commerce (and were not, therefore, degree- 


granting schools of business), and/or because these schools of business 
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were too small according to the criterion outlined earlier in this chapter, | 


There remained, then, a total of twenty-two schools of business 
or commerce from which the selection of a sample of students could be 
made. Table 1 shows the classification of these twenty-two schools 
according to geographical region, ethnic and religious affiliation, as 
well as types of degrees granted. It can be seen from Table 1, that,of 
the twenty-two schools, ten have both undergraduate and graduate programs 
of study, while the remaining twelve have only undergraduate programs. 

Of the five French Canadian schools, it can be seen in Table 1 that four 
are situated in Central Canada, and one in the East. Of the four in the 
Central Region, three have both undergraduate and graduate programs, 

while one offers only undergraduate study. The Single school situated 

in the East has both undergraduate and graduate training. The two schools 
in Central Canada with the largest enrollments and with both graduate and 
undergraduate levels of training were retained, and the two with the 
smallest enrollments (one with graduate training and one without), were 
dropped. The single school in the East was retained Since it was the 


only one representing that region. 


Of the three English Canadian Catholic schools, two were selected 
for our sample. In addition to selecting the only school in Central 
Canada, the school comprising the largest student body of the two in 


Eastern Canada was retained. It was obviously not possible to select for 


The data utilized for these decisions were obtained from a survey 
made in 1964 by D. E. Armstrong for the Association of Canadian School 
of Business. 
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these regions a school possessing both an undergraduate and a graduate 


training program. 


Of the fourteen English Canadian Non-Catholic business schools 
across Canada, shown in Table I, a total of five were selected for 
inclusion in the study. Since fifty per cent of these schools are 
located in the Central Region, the largest three in terms of enrollment 
of the four schools having both a graduate and an undergraduate program 
were chosen from this region, The largest of the two schools offering 
both undergraduate and graduate study in the Western Region was retained 
for our sample. Since the student enrollment at this school is one of the 
largest in Canada, no other school in this region was approached to parti- 
Cipate in the study. The fifth school was, of course, selected from the 
three medium-sized Eastern schoolse Table 2 shows the classification of 
the ten schools selected for tne sample, according to geographical region, 


ethnic and religious affiliation as well as type of program offered. 


All ten schools agreed to participate in the research project. 
During the editing phase of the study, however, it was found that the 
number of usable questionnaire booklets was so low from two of the ten 
selected business schools, that it was necessary to exclude them from 
the final sample of schoolse! One of these was the Single French Canadian 
school in the Eastern Region of Canada, the other, a large school of the 


1 
In one school, the return rate was too low. In the other school, the 


instructor, a member of our staff, did not give sufficiently clear instruct- 
ions. As a result, it was not possible to identify at what academic year 
level the respondents weree 
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English Canadian Non-Catholic grouping in the Central Region (see table 2), 
Due to time limitations at this late phase in the research, it was not 
possible to replace these schools with two other ones for inclusion in 

the study. Thus, the final sample from which students were to be selected 
consisted of a total of eight schools. These are shown in Table 3 


(according to the same classification System used in tables 1 and 2). 


Selection of Students within each School 

All participating schools were asked to indicate the total number 
of students presently enrolled in the first and final years of the under- 
graduate as well as the graduate programs (for those schools who had both). 
Since the questionnaire was administered approximately one month prior 
to the end of the academic year, it was specified that the schools were 
to indicate the number of full-time students who were still in attendance 
at the time of the survey. In other words, the drop-outs, part-time or 
partial students were not to be included in this count. In terms of 
ethnic origin, the two ethnic groups of students were defined as those 
students who are English-speaking Canadians enrolled in an English 
Canadian institution and those who are French-speaking Canadians enrolled 
in a French-speaking institution (according to the same criteria utilized 
in the two previous industrial studies, see pages 33 to 40 of chapter II). 
In order to determine as accurately as possible the size of the population 
of students in each of these academic years then, the schools were also 
requested to specify the number of female and foreign students presently 
enrolled, Finally, English Canadian schools were urged to identify 


students of French Canadian origin by listing their names, the name of 
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the school or college from which they came, and their home province. 

The size of the population of students was then determined by subtracting 
from the total number of students enrolled the number of female and 
foreign students, as well as all French Canadian students from the 
Province of Quebec or from another province, but having attended a 

French school or college prior to their enrollment in the business 


School, 


In order to simplify the administrative procedure, all students 
of the designated school years were asked to fill out the questionnaire 
and during the editing phase of these questionnaires, respondents that 
did not meet the requirements discussed above for inclusion in this 
study's student population, as well as all respondents turning in an 
incomplete questionnaire, were eliminated, Table 4 presents the return 
rate of usable questionnaires for each of the four academic years within 
each school, It can be seen that the rate of return is generally quite 
high. Of the twenty-three academic years represented in Table 4, the 
return rate is fifty percent or better in fifteen and in only three does 
it drop below forty percent. It can also be seen from this table that 
many cell entries (sub-groups) do not provide a sufficiently large number 
of students to warrant a separate analysis of results for all sub-groups, 


In eight of the twenty-three cells comprising respondents, for instance, 


l 
This procedure was not necessary in the two French Canadian schools 


where it was found that a total of only five English Canadian students were 
enrolled in one or the other school. 


atvdbuss Iisa ,atuberorq evidgerteiniahe eds itlqute ek sso a 

sitsanoideenp eid tuo L1ri 03 bodes exew eteoy fooslos bosangieeb 

Jada BInsbwoqeet ,esrtennolteeup eved3 to saadg gaistbs erg —_ > 
aid? nt mobaviont 102 svoda besauseth sinemetiupes sit seen jon bk 

6 ob gakerot etnebooqest [fs a6 Iisw ea ,tokistuqog visebias’ ot ebuts. | 


16) @8 


atuss1 sid egneearq A oidsT ,betantatle stow ,sttanoljesup aa 0 | 


ie on 


nipfaiw avesy otmabsos tu0% oft ko dose 10k esxvtanmokteaup sidsey to ote | 
sdiup yiletenég «i miuter 20 ater ot Jands nyse od mao IT sloodze done: 
oft 4® aldaT at botneserqex atssy olmabaoa sasd3~-yInews ovis 20 eighth . 
scsoh gard? yino nf base nfe33it al 1999ed 1O Jansoteq YIIII et esas muse 1 
jad? oidet ekd3 mov2 nose od osle mas 3I .3nenteq ysr02 soles gozb a 
tedwun og7s! yizastottive «a ebtvorq Jon ob (zquotg-dua) eottone Ihes eile 


.aquorg-due Ils rot etiuess Jo abaylace eseTaqoe & InaTIaw oF sinebusa Io 


| 


-sonstant rot ,etnebnoques gakeizqmos elisa setdi-yinews edd to 3dgte nl 


bootie ee oes ol 


*sTOoyos eyQ Fo 
A3yuAuoue 9y3 eTqtssod se yonw sev joedse1 03 29p10 UT JooYDS yore UO UsATS ST UOT eUIOZUT ATeyAANZ ON 


T 


€9 02 ze OL LZ 6¢ 
09 IT ST Z9 OT 9T 
6S Z It} - - - 
1S gz cs LE Ty Z1T 
% *" ah al 
Avaz TeRUTY ABaR 3YsAty Abe, [BRUTY Avex 4ASAt”T 


[PAST aRZenpersrspuy 


[eABT aRZenpeay 


*Apn3g ey ut pepnyout 7 LOOuPS Sseutsng youy utuITm 
SuyUTBAL JO STeAe7] OTWSepROY anoqy JO yore 103 *(*Y) sqjuepuodsey zo Sl9qunNN pue (*9°S) peT[ozuyg 
Ssjusepnjgs JO siloequMN BSutTpnqouy ‘sozzeuuoyzAsend pezetTdwuog peurnjzey oym sjuepnas JO e8v{Ue.IEg - H°OT ETQPL 


- 


rapper yUTO 


OL cpe ecyoore* 
wo 


J 
PS 

-= ww. 

a = 


sutrtou ye BASU ov SYCy Stpooy FU GZqek co asebece ve 


12 


Ey 


is) 


25 


ST 


ws 


35S 


re 


32 


36 


2] 


2I 


AY f 


173 


(33 


T3 


23 


| a Pens “int Bh a ay 
? ihe ale Oe ie ua 


T3e 


grcec ASS 


- é - . 7 
—- ~ o) 
- ‘ 4 & TT fi 
a had a _ - Paar 
: -- Canary a 
_ on be : a aa _ — 
——a tenn — ; ener - = a - = —— : - =— 
a Pp Aa in 7 : 7 "7 e m 
© i : d 
a ° r Ss 
7 oa . es e 
aah : ei 
. 4 ad “ 7 - = r= Ma 7 7 
i os - 
‘s a —. 
- - - pias - age Oa ny - ; , 
x Gy ~, Os >. ‘q it — . { ’ 
= > 4 3 -_ : > = ‘ 
a : 
<6 - : : 7 : - 
» ee _ —* < : owe as 7 7 
* a} ° r . a ta] A : 
7 » % 


ATEpIU EV 


~ 739 - 


the number of students is less than twenty-five. For the analysis of 
the data then, it became necessary to combine sub-groups in order to 


make the cross-cultural comparisons more meaningful, 


Table 5 presents the number of students in each of the combined 
groupings that were made along with the percentage return rate of usable 
questionnaires that this number represents. In order to familiarize the 
reader with the general method of analysis used throughout the study 
for the detection of significant trends of cultural differences, a 
description of how the sign test was applied to the data originating 
from the groups represented in this table appears warranted. The four 
columns presented in Table 5 contain four specific categories of students, 
going from left to right on the table: (1) students who are in their 
first year of undergraduate work toward the attainment of a Bachelor of 
Commerce (or equivalent) degree (B.C.l), (2) students who are in their 
final undergraduate year (B.C.F.), (3) students who are in their first 
year of graduate studies toward the attainment of an MeBeA. degree (GR. 1), 


and (4) students who are in their final year of graduate work (GR. F). 


The four rows categorize these same students on the basis of ethnic 
origin, religion and schools. All Non-Catholic school students were 
combined to form the first row category. The second row groups the students 
enrolled in Catholic English Canadian business schools. Since all French 
Canadian business schools are Catholic, it was obviously not possible to 


distinguish between schools on this factor for the French Canadian students. 
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Table 10.5 - Numbers of Student Respondents Enrolled in English Canadian 
Non-Catholic (E.C, Non-Cath.) and Catholic (E.C. Cath.) Schools, 
French Canadian School A (F.C. School A) and French Canadian School 
B (F.C, School B) at the First (B.C. 1) and Final (B.C. F.) Years of 
Undergraduate, and the First (GR. 1) and Final (GR. F.) Years of 
Graduate Levels of Academic Training, Including the Percentage 
Return Rate Each Number Represents, 


E.C. Non-Cath,. 230 (447) 139 (50%) 37 (70%) 31 (62%) 
EC. Cath. 58 (31%) 38 (702%) "e 7 at 4 

F.C. School A 136 (79%) 36 (42%) 41 (37%) 29 £5173 
F.C. School B 122 (497%) 143 (70%) - ~ 71 (59%) 


In addition, because only two French Canadian schools were available 
for the study, and since both yielded a substantial number of students, 
they were listed separately as School A (the third row), and School B 


(the fourth row), 


With this design, eleven meaningful ethnic comparisons can be 
made, four in each of the two first columns, one in the third column 
and two in the fourth one, Thus, in analyzing the mean scores on a 
particular scale, for instance, the mean of French Canadian School A 
Students of the first column (B.C.1) is compared to the mean of both 
Catholic and Non-Catholic English Canadian students of the Same column. 
The same comparisons are made for the means of French Canadian School B 
students of this column. This constitutes a total of four comparisons 
for students who appear in the first column of the table. The same 
procedure is repeated for the second column (B.C.F.). In the remaining 
two columns, obviously only three ethnic comparisons can be made, Any 
ethnic comparison between columns would have been a biased one because 


it would inevitably have confounded ethnicity with learning. 


Religion in this design serves, of course, as a control to 
take into account the possible influence of Catholicism on these atti- 
tude dimensions, That is, it was deemed important to make certain that 
the attitudes of English Canadian students represented, proportionately 
speaking, the English Canadian Catholic viewpoint or trend of thought 


in business schools. 
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In this respect, it should be pointed out that although ninety- 
nine percent of our sample of students enrolled in the French Canadian 
schools are members of the Roman Catholic faith, students enrolled in 
English Canadian schools, especially those of Non-Catholic schools, 
are somewhat more heterogeneous in terms of religious affiliation, 
Specifically, eighty-five percent of the respondents in English Canadian 
Catholic schools are Roman Catholic, while thirteen percent are of the 
Protestant faith. In Non-Catholic schools, sixty-three percent are 
members of the Protestant faith, and ten percent are Roman Catholic. 
Eleven percent are members of the Jewish faith, while another eleven 
percent do not belong to any religious faith. The other five percent 
belong to other religious denominations. In view of the fact that there 
are approximately as many Catholic students in Non-Catholic English 
Canadian schools as there are Non-Catholic students in Catholic English 
Canadian schools and that both percentages are rather low (ten and fifteen 
percent), it was felt that for all practical purposes, the data from 
students enrolled in Non-Catholic schools should be interpreted as essen- 
tially reflecting a Non-Catholic viewpoint while the data stemming from 
Students enrolled in Catholic schools, even in English Canadian schools, 


should be interpreted as representing a Catholic point of view. 


It can be seen from the data in Table 5 that the percentages of 
students who answered the questionnaires are fairly high, Only two of 
the thirteen groups have a return rate below forty percent. In seven 
groups, the return rate is above fifty percent and four of these are in 


the seventies, 
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General Procedure and Measurement Techniques Employed 

Two major considerations guided the researchers in their choice 
of the specific procedures utilized in the conduct of the survey. The 
first was, of course, the wide geographical spread of cities across Canada 
where the Business Schools to be included in the study were located. The 
amount of time and expense which would have been entailed had personal 
contacts and visits for administering the questionnaire been made would 
have been prohibitive, Yet, it was deemed important, and this was our 
second major consideration, to generate maximum motivation among students 
to ensure a minimum acceptable response rate. Because the Questionnaire 
Booklet was long and complex in content, it was feared that a simple mail- 
out of questionnaires to individual students might not provide enough 
incentive for them to take the time to complete them, especially in view 
of the fact that final exams were only three to four weeks away. It was, 
therefore, considered essential to enlist the personal cooperation of 
the academic staff in each school in order to impress upon the students 
that the school's level of endorsement of this survey went far beyond the 
stage of giving an outside group permission to do research within the 
school premises during the academic year. Specifically, the following 


procedural steps were taken: 


(1) Letters were forwarded to the Dean of each school of business 
selected for inclusion in the survey. ! The letter briefly outlined the 


purposes of the study, requested cooperation of the school in the study 


The interested reader will find a sample copy of this letter 
Appendix O .« 
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and guaranteed that both the identity of the school and individual 
student whose opinions were to be surveyed, would be held in strictest 


confidence. 


(2) Each school appointed a member of the academic staff to 
Serve as project coordinator. The coordinator was briefed by a member of 
our staff and his role essentially consisted in introducing the survey 
project to students, enlisting their cooperation and handling all problems 
of local arrangements during the data-gathering phase of the project. To 
ensure uniformity from one school to another,each coordinator was provided 
with a written text to be read to students in class and then posted. 
The coordinator was, of course, reminded not to engage in any discussion 
on this topic that might in any way influence the attitudes of students 


prior to their answering the questionnaire. 


(3) The actual data-gathering strategies varied from one school 
to the other, and in a few schools, from one academic year level to the 
other. In most instances, supervised group sessions were scheduled outside 
of class time. In some cases these sessions were held during class time 
and in a few classes, the questionnaires were distributed to students at 
the end of a period with instructions to return the questionnaires to the 
professor in a week's time. For the supervised group sessions, the super- 
visor was a member of our staff in four schools (who preferred it that way). 


In the six other schools, the supervisor was the appointed coordinator who 


1 
A copy of the text can be found in Appendix 0, 
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was thoroughly briefed by a member of our staff on the questionnaire 


content and on how to handle the sessions.- 


The dimensions of industrial leadership investigated in this 
study are the same as those that were dealt with in the study of both 
large and small business organizations, namely: Organizational Goals, 
the Management of People, and Work Motivation. The measurement tech- 
niques utilized are therefore the Same as those which were employed in 
these former studies. The application of the sign test to the data of 
the student population has already been described elsewhere (see page 


739). 


As was the case in the study of small companies, the attitude 
scales analyzed in each of the three dimensions of the study (goals, 
management and motivation) were the same as those which were derived 
in the large organizations study, hence no intercorrelations among the 
statements were necessary in this present study. Since the study of 
business students was intended to provide us with an opportunity to see 
whether the major cultural trends of differences found in both large 
and small business organizations would hold up as well among the coming 
generation of business leaders, a detailed analysis of each attitude 
statement comprising each scale was not warranted. As in the study of 
small business organizations, this investigation was therefore limited 
to contrasting the two ethnic groups on the major scale dimensions 


identified in the study of large organizations. 


To ensure uniformity, a written copy of essential steps to take 
was sent to each coordinator, see Appendix 0 , 
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Research Results 


The Evaluation of Goals 

The research findings of this section will be presented in 
three stages. First, an analysis is made of the mean number of times 
Economic Goals were chosen over Social-Humanitarian ones by the groups 
of students that took part in this study. This is followed by an 
analysis of trends of the rankings these students assigned to each of 
the ten goals. Finally, the Strength of Feeling the respective groups 
have toward these goals taken separately is examined with a view to 


making the previous analysis of ranks more explicit. 


(A) Preference for Value Systems: 


Economic Versus Social-Humanitarian Goals 
ae numanitarian Goals 
Table 6 presents the mean scores of the thirteen groups on 

the economic orientation index derived from the partial paired-comparison 


questionnaire,! 


An examination of the eleven ethnic comparisons that can be 
made*-reveals that the means of English Canadian students surpass those 
of French Canadian students in seven cases. The French Canadian mean 
is superior to the English Canadian mean in three, the mean of each 
ethnic group being equal in the other comparison. This trend of differ- 


ences is not a statistically significant one with the use of the sign 


1 
The reader is referred to pages 110 and 111 of Chapter IV for a 


description of this index. Only eleven ethnic comparisons are meaningful. 
The reader is referred to page 739 for a description of these comparisons, 
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Table 10.6 - Distributions of the Mean Number of Times Economic Goals 


are Chosen over Social-Humanitarian Goals by English Canadian Non- 
Catholic (E.C. Non-Cath.) and Catholic (E.C. Cath.) Students, 
French Canadian Students of School A (F.C. School A) and School B 
(F.C. School B) at the First (B.C. 1) and Final (B.C. F.) Years 
of Undergraduate, and the First (GR. 1) and Final (GR. F.) Years 
of Graduate Levels of Academic Training. 


sng nea ea Unease astemeeensnesnmemneseneeeemnaamemeeeeneene et ee 


Schools BGs tk BeCeoars GR. l GR. F. 
* 
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test. Thus, contrary to the industrial findings, it has not been esta- 
blished in this study with any reasonable degree of confidence that 
English Canadian students are, on the whole, more economic-oriented 


than are French Canadian students, 


In this context, it is interesting to note that if one 
excludes the two English Canadian Catholic groups from these ethnic 
comparisons, in all of the seven remaining ones, the English Canadian 
mean surpasses the French Canadian mean and this trend is, of course, 
Statistically significant. It is clear that religious affiliation does 
contribute to the shaping of the attitudes of students toward economic 
values. Regarding the social philosophy of business, there exist then 


both a "Protestant ethic"! 


and a "Catholic ethic" orientation. This 
finding is consistent with the results of Chapter VII where the relation- 
between Religious Affiliation and these attitudes was established for 


managers of large business firms. 


As was the case for managers of small business firms, both 
student ethnic groups significantly value Economic goals over Social- 
Humanitarian ones, as seen by the fact that all thirteen means are higher 
than the criterion of 12.5 used to establish the significance of this 


trend (see page 116 of chapter IV). 


Finally, it can be seen from the results that, with the excep- 


tion of the French Canadian School B undergraduate groups, final year 


The reader will recall that the majority of students in the non- 
denominational schools are members of the Protestant faith. 
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students of both ethnic groups are more economic-oriented than are 
first year students of their respective schools, a trend which is 

also significant. Thus, extensive academic exposure to the study of 
business principles and their industrial applications generally has 

an effect on the attitudes of students in the direction of rendering 
them more economic-oriented.! In this context, it is important to note 
that the effect of this academic exposure is very limited for French 
Canadian students of School B, in contrast to those of School Ae 
However, while academic training serves to reduce considerably the gap 
between the English Canadian Non-Catholic students and those of School 
A, the magnitude of the differences between these same English Canadian 
students and the French Canadian students of School B remains essentially 


the same. 


(B) Rankings of Organizational Goals 


Having established that both ethnic groups are, on the whole, 
more economic-oriented than social-humanitarian oriented in their evalua- 
tion of the goals of business, the next step consists in determining 
whether - not any cultural differences exist in their evaluation of 
each separate goal, despite this over-all economic orientation on their 


part. As in the two previous industrial studies, the rank orderings of 


: The reader is reminded that this is not a longitudinal study. It 
is assumed here that the average final year student was at the mean level 
of present first year students when he himself was in first year. Strictly 
speaking, a longitudinal study is needed to establish the veracity of this 
assumption. However,in the present circumstances, this interpretation 
seems to be a reasonable one to make. 


ead vitgnaies seaasentiis tabsteubed steady t 


VPerngy Bas 


gnivebaey %o noljoerkh odd mt wsmebiu to asbudiade. edd no 3 pec 
ston 03 tostzoqmt at 3k ,Ixe3nos wkd? of ‘sapien om me 
doves yol bedimtl yrev el stwaeges >taebaos aldy Yo 3383%s 
vA loorin? 26 seont oF Jesxdnoo ak ,A Loose Qo e3nobuta t sthens> 
qag od3 ylduxebieino soubor oF aevide gatnters “oimebaos” alidw — 7 
loos? to a2oi3 bre etnobusa otlodgsO-noM astbanad febignd oft asawied — 


3 
» eh 


nSkbaisD deilgn® oupe ccads neswied asonetetith sf¥ to shutingam efd ve 
qiialsneese antame: & Toorioe to adasbute natbanaD donerd od bas atnebuse 


oma end 
e100 lasokiastaagxO 3o sgntdaak (8). 
,Sionw ots ao .ota tqilote otadte Atdoed jsadt bedatidases acivel — a : 
-suisve ziedd nk besoglio aatxatinemud>Lalsos nad? beInwkro-nimonoss stem 
acinieraiob ni evdlanos qeta Jxon sf ,2eenteud to alsog sd3 Io nok 
io noltaulave sled nt Yates ssonerteitth fsiutivo yns Jon 10 Tedjedw 
siodd a0 nuttedietro Stmonovs Ila-tewo aly stiqeeb ,Inog atataqes dose 


io apetzebre dosy aa ,eelbuye Intitevbnf avotverq owt ond ak aA «18q 
(Ta 

IT .ybuse lonlbustanol a Jon ek atdd gad3 bebnimet et sebs81 ert . 
isve) fasp as 16 eaw Joehude taey Isoti egeteve ed? tert ered b 
yisoiaze .3e5y Jest mt sav ifoamis of medw atnebite a80y Jexkd 
atds to “itonrev oj detidagyes of boheen et ybute Ganlbudrgeol a 
notweiouqrvesini eid ,eepnstamosio Jaeestq add a) ,tevewoH . 
-slem oF eno sidancasst 4 ad_o 


« 750 « 


mean choices of each goal for each of these student groups were deter- 


mined, These ranks are shown in Table 4 


As discussed in previous chapters, if a rank difference between 
the two ethnic groups for a given goal is a truly cultural one, one 
would expect to find this difference to be consistently in the same 
direction for each of the eleven ethnic comparisons that can meaningfully 
be made in this study. To evaluate the significance of these rank differ- 
ence trends, the summated rank difference index utilized in the study of 
Work Motivation in large industry was computed for each goal (see page 530 
of chapter VI), and the goals are presented following an ordering based 
upon the descending magnitude of this index, as was done in Table 6.7. 
The sign test was utilized to determine the statistical significance of 
these trends .! Table 8 of this chapter presents a summary of these rank 


difference trends. 


Before discussing these trends, an examination of the ranks 
shown in Table 7 reveals that, generally speaking, both ethnic groups 
give top priority to Goal D and consider least important Goals I and J. 
Similarly, they generally agree on their rankings of Goal B, a goal they 
value more (among the top five), and Goal A, one they value less (among 
the bottom five ranks). Thus, students of business schools, be they 


from French Canadian or English Canadian institutions, consider the 


The reader is referred to page 530 of Chapter VI for further infor- 
mation on the use of this method of analysis. The reader is also referred 
to page 155 of Chapter IV, where the goals are listed along with the letter 
used to designate each one. 
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Table 10.7 # Priority Rankings of Ten Organizational Goals by English 
Canadian NoneCatholic Students (E.C.-N-C), English Canadian Catholic 
Students (E.C,-C), French Canadian Students of School A (FeC.-A) and 
Frencn Canadian Students of School B (F.C.~-3), at the First and Final 
Years of Undergraduate and Graduate Levels of Training, Showing Rank 
Differences (R.D.) for Each Comparison, and Summated Rank Differences 


for the Eleven Possible Comparisons, 
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Table 10.7 = Priority Rankings of Ten Organizational Goals by English 
Canadian Non-Catholic Students (E.0.-N-C), English Canadian Catholic 
Students (E.C.-C), French Canadian Students of School A (F.C.-A) and 
French Canadian Students of School B (P.C.-B), at the First and Final 
Years of Undergraduate and Graduate Levels of Training, Showing Rank 
Differences (R.D.) for Each Comparison, and Summated Rank Differences 


for the Eleven Possible Comparisons (continued). 
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Table 10.7 = Priority Rankings of Ten Organizational Goals by English 
Canadian Non-Catholic Students (E.C.-N-C), English Canadian Catholic 
Students (E.C.-C), French Canadian Students of School A (F.CeeA), and 
French Canadian Students of School B (F.C.-B), at the First and Final 
Years of Undergraduate and Graduate Levels of Trainings Showing Rank 
Differences (R.D.) for Each Comparison, and Summated Rank Differences 


for the Eleven Possible Comparisons (concluded), 


fe Graduate Level 

: First Year Final Year Final Year 

1 Summated Rank 
: Differencel 
E 34 

C L3eb 

F l2w5 

H 8 

I 4 

J 4 

G 3 

B 2u5 

oD 

D 6) 


, This index is an algebraic sum of the rank difference (R.D.) columns 
1 to ll, Since it is a trend index, all reversals to the major trend 
are given a minus sign (+). 
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production of a good quality product (D) and good service (B) to be 

very important goals. On the other hand, they consider the reduction of 
unemployment (J), the participation of business in the development of 
comunity institutions (I) and taking a greater share of the market (A) 
to be among the least important goals that a company should pursue, 
These findings are very much in line with those of managers in small 


and large organizations, 


Turning to the rank difference trends, the results of Table 8 
reveal that French Canadian students give a significantly higher priority 
to one Economic Goal (C) and two Social-Humanitarian goals (F and J). 

The summated rank difference for Goal C, as shown in Table 7 is 13.5, 

the second highest index score. Thus, the trend is a relatively strong 
one, What is more important, however, is the fact that whereas seven 
French Canadian student groups place this goal among the top five in 
priority, no English Canadian student group assigns a rank higher than 

six to this goal. To increase the level of production on a yearly basis 
then, is generally much more important to French Canadian students than it 
is to English Canadian students, This difference trend appears for the 
first time here. Managers of both ethnic groups in small and large firms 


rank this goal at approximately the same level, 


The summated rank difference for Goal F is 12.5, as seen in 
Table 7, another relatively large index score. Though both ethnic groups 
place this goal among those of primary importance to them (among the top 


five), nevertheless, French Canadian students consider the introduction of 
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Table 10.8 - Listing of the Ten Organizational Goals, Showing for Each 
the Number of Times the English Canadian Students Give a Higher Frior- 
ity Rank than French Canadian Students do, (EC 5 FC), the Number of 
Times the Priority Rank Is Equal (EC = FC) and the Number of Times 
French Canadian Students Give a Higher Priority Rank than do English 


Canadian Students (FC > EC). 


Ea, , 
GOALS EC 5 FC EC = FC FCS EC 


A 4 5 2 
B 3 5 3 
car 1 2 § 
D 2 7 2 
E ‘ 10 1 0 
1 3 7 
G 3 2 6 
H 3 3 5 
ia 4 7 0 
7 ©) 7 = 


3 . 
Indicates a statistically significant trend (sign test). 


wetion a 2 a 
gente te ae efor Aaah a 1 


debtgad ob ands ices smash eg ged as eased 
«( : | 


. “oi oo cma awe se. ‘a 
eee ee aa — = 
a <3 a = oa Om a ne etavd 
» re ov eke one 
‘ae Bi) a splot 
: : e - = o 609e29 GAS | 
E é ‘id ©. s , an) 
& § | i “si 
‘i 64. axe ' 
* a 
LN t a gl — i, px 
> - 
0 a . at = 8 
7 7 
7 € : q 4 ahs. _ 
G S © atin 7 : 
ral E < ¢ A mp P 7 
# v4 
fi - 
& t | 2 td L. af , - 
, - Tat hi 
.. 


- 756 « 


good human relations practices for better production to be more important 
than do English Canadian students, This finding is, of course, consistent 
with the previously discussed trend of differences for Goal C (raise the 


production level) as well as with the findings of the industrial manage- 


ment studies, 


The rank difference trend for Goal J is obviously a small one 
(an index score of four). It is, nevertheless, significant because on 
all four occasions in which the differences occur, French Canadian students 
assigned a higher rank to it. Thus, although both ethnic groups consider 
the reduction of unemployment to be of relatively minor importance to 
them, French Canadian students have a tendency to consider this goal to 
be somewhat more important than do English Canadian students. In the 
industrial firm studies, this goal was never ranked differentially by the 


ethnic groups of managers, 


English Canadian students, on the other hand, give a significantly 
higher priority to one Economic Goal (E) and one Social-Humanitarian one, 
Goal I (see table 8). As seen in Table 7, the summated rank difference 
score for Goal E is one of very large magnitude, 34, by far the largest 
trend difference shown in this table. All eleven English Canadian groups 
consider this goal to be of primary importance (among the top five). In 
contrast, seven French Canadian groups consider it to be of secondary 
importance (among the bottom five). Thus, English Canadian students value 
the pursuit of profit to a much greater extent than do French Canadian 


students. Since similar large differences between the two ethnic groups 
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were found to exist in both management studies, the different values each 
of these two groups attach to the notion of profit appears to be the most 


profound and significant cultural difference existing between them, 


Regarding Goal I, the trend is similar to the one found for 
Goal J, but in the opposite direction, Though both ethnic groups consider 
the participation in community affairs to be of secondary importance to 
them, English Canadian students have a tendency to consider this goal 
to be of somewhat greater importance, In the organizational studies, this 


goal was never ranked differentially by the two ethnic groups. 


In terms of rank discrepancies then, these findings confirm the 
cultural differences found to exist between the two groups in Large and 
small firms with regard to Goals E and F. The other differences appear, 
however, for the first time (an economic goal, E, and two social-humani- 
tarian ones, I and J), the significance of which will become clearer after 
examining the strength of feelings these two ethnic groups have toward 


each of these goals. 


(C) Strength of Feeling Associated with Goals 


Table 9 presents a summary of the difference trends between the 
mean choices of each of the eleven ethnic student group comparisons for 
each of the goals. The tables from which these trends are derived are 
included in Appendix H. To illustrate, an examination of the eleven 
comparisons for Goal A presented in Table 1 of Appendix H reveals that 


in eight of eleven comparisons, the French Canadian mean is superior to 
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Table 10.9 « Listing of the Ten Organizational Goals, Showing for Each 
the Number of Times the Mean Choices of English Canadian Students 
Exceed those of French Canadians Students (EC > FC), the Number of 
Times the Means are Equal (EC = FC) and the Number of Times the 
French Canadian Mean Exceeds that of English Canadians (FC > EC) 


GOALS EC > FC [e7=-E6 FC > EC 
om 2 1 8 
a” 10 0 1 
co” 0 0 11 
) 9 6) 2 
n ll 0 0 
F 4 1 6 
G 3 2 6 
u 3 0 8 
7 = 8 2 1 
a 0 0 ra 


* e 4 : 
Indicates a statistically significant trend (sign test). 
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the English Canadian mean, in two others, the English Canadian mean 
sutpasses the French Canadian mean, while in the remaining comparison, 
the means are equal. The reader will note that this trend is presented 


in Table 9 for Goal A, 


The analysis of these trends reveals that, with the exception 
of Goal F, the ethnic differences established by the analysis of ranks 
are also prevalent in this analysis (goals C, E, I and J). In this 
regard, it is interesting to note that in this analysis of these four 
goals, the trends are much more pronounced than in the corresponding 
analysis of rank differences trends shown in Table 8, For example, 
only four rank differences out of eleven possible, occurred with regard 
to Goal J, all in the direction of French Canadian students attributing 
a higher rank to these differences, In this analysis, however, all eleven 
French Canadian means surpassed the corresponding English Canadian means, 


Thus, for these four goals, it is clear that ethnic differences do exist. 


This analysis of Strength of Feeling reveals four additional 
trends which become significant among students of each ethnic group, Goals 
A, B, D and H. Although the analysis of ranks did not reveal any signifi- 
cant trends of differences for these goals, the results shown in Table 9 


clearly indicate that French Canadian students value more highly than do 


1 
For Goal F, two of the tied ranks revealed mean differences which 


were in the direction of English Canadian students valuing slightly more 
this goal than the French Canadian students. Thus, over-all, no signifi- 
cant differences can be clearly established between the two ethnic groups 
on this goal, 


- a1 iw hie. 


neem netbeans) deiign’ etd 48 


“aD ie oT 
noe bt sqme9 pitheabes wastin Saket stbsinsd donoxt oft abee 
i ual a Lane y sete 


x Cavan i ha | a, ait 
beInoeetg at “bast2 aids “deus € eA terri Kole “ae hie et : 
Set tae ree se i909 x0 oi & ids bd 

ian Sh : at en AW deine » Serve 


notsqeoxe od diiw , tary aoe ebnet3 saed3 to ateylena oT 


exnet to akeyisns of3 yd beiekidetes esoners?3 tb starts oda4 yt 
eo 


ekg mI .€t baa I (a .D aieog) eteylana atdy at Joeiaverq one ona 


see a 


suot seada to efavlens aid? nt add oon 03 gnizasteink at 3 bree 


qnibneges1109 siz nt nedt beonyonotq stom doum sie ebnes3 odd ,alnog 


~olqmaxe vo% .8 oldaT ak moda abnetd esoneyeiith sna to eleylans 
af 


bisgot dtiw baraass0 ,eidlsacg nsvela to 3uo assaeretttb Anes anaheutie 
gntsudiv24@ adnebuse aptbanad douetd to molsjoetib of3 nt Ile ,t ised os 
novels lie ,tevawod ,eleylans edd nI .esonsistilb seeds o3 dns t9fgi¢ & 
.*fasm nakbensd detignd gatbnogaett0o ot beeeaqaue ensom asibans) done7t 


.12ive eb avonersitkb otedts tad3 wsel> at 31 ,2isog 1u02 seeds 103 ,audT 


lanoliibbs tu0l alsever gnifest io Adgne1d2 to eteylans atdT 
also® .quotg otodse does to atnsbute gnoms tnsolitngte smosed fotdw sbasi2 
-titnele yee Isever jon bib exAnst to sleyisns ad3 dguorsiA oH the a .4 .A 
© sldaT ni swore ativest ofa ,alsog sasdi toi esonsteititb to abner? IJnad 


ob nats vidgtd sxvom sulay stnebuse natbens> donst4 2ad3 s3aotbni yitaslo 


: 
sxom ylidgti«x gqatulev ajnebuge satbens).deltignd ie mokioertb sd3 ak s 
-hiingie on ,lis-ravo ,2udT ,@anehbuze nsibaned done1d sii meds feog 8 . 
equotp otndis ows aa osewted berebidates ylseelo ed aso eeoners8RTb 

-isog & ty 


doidw esoneTel3ib capm belseves axainast bels eft to ows 3 laod 10% oa 


- 760 - 


English Canadian students the increase of a company's share of the 
market (A) and the happiness of employees (H). Conversely, English 
Canadian students endorse to a greater extent the customer relations 


aspect of business in terms of service (B) and quality products (D). 


In comparing these trend results to those of large organizations 
(table 4,24) and small firms (table 9.4), it can be seen that for the 
Student population, the trends of differences observed in the management 
studies are confirmed for Economic Goals B, D, and E, and for Social- 
Humanitarian Goals H and J. Thus, for these particular goals, the wide 
divergences in viewpoint between French and English Canadians within 
the realm of business are deeply embedded in the culture to which they 
belong and are likely to be long-enduring, since they are Largely 
unaffected by formal educational training in business and are in effect 
transmitted from one generation to another. English Canadians engaged 
in the world of business are much more customer-oriented than French 
Canadians as reflected in the importance they attach to various organiza- 
tional goals, and in contrast to French Canadians, they strongly endorse 
the profit motive of business enterprises, On the other hand, French 
Canadians manifest a much greater concern for the happiness of indivi- 
duals at work and the reduction of unemployment among members of the 


society to which they belong. 


Although ethnic differences also exist with regard to each of 


these two groups! valuations of the remaining five goals, they are not 
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as consistent or widespread as the former, French Canadian business 
students endorse more highly than do English Canadian students Economic 
Goals C and A. Increasing systematically the level of production (C) 
as well as the company's share of the market (A) is more important to 
these French Canadian students than to English Canadian students, Yet 
no differences were found to exist between French Canadian and English 
Canadian managers in terms of Goal C, As for Goal A, the trends of 
differences are in the opposite direction in the management studies 
previously reported, and the small firm trend is statistically signifi- 
cant (see tables 4,24 and 9.4). In terms of these two economic goals 


then, significant intergenerational differences exist, 


Intergenerational differences also exist for one of the Social- 
Humanitarian goals, I. Although in both management studies, it was found 
that French Canadian managers value the "community welfare" goal to a 
Significantly greater extent than do English Canadian managers, the 
Opposite is true among business students, Finally, it should be noted 
that whereas, again in both management studies, French Canadian managers 
valued Goals F and G more than did their English Canadian counterparts, 
no significant trends of differences were found between English Canadian 
and French Canadian students on these two goals. However, both trends 
shown in Table 9 are in the expected direction and an examination of 
Tables 6 and 7 of Appendix H reveals that for both goals the seven compa- 
risons between French Canadian students and Non-Catholic English Canadian 


students yield significant trends in the direction of French Canadian 
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students endorsing more highly these goals (six French Canadian means 


are superior to the corresponding English Canadian ones, the seventh 


comparison having equal means), 


The factors which account for the fact that French Canadian 
business students were found to be, from an over-all standpoint, as 
economic-oriented as their English Canadian colleagues, in contrast 
to what was found in the management studies, are now clear. In essence, 
contrary to their ethnic "seniors" in the world of business, French Cana- 
dian students give a distinctly higher priority to Goals A and C than 
do their English Canadian counterparts. This increased concern for these 
two economic goals by French Canadian students is not, however, accompanied 
by a corresponding relatively greater acceptance of the three other econo- 
mic goals, Goals B, D and E, all of which are, in fact, basic requirements 
for the fulfilment of Goals A and C. The median difference between the 
differences in means of the two ethnic groups in the large organization 
study is .3 for Goal B (see table 4.15) and the difference between the 
two means in the small firm study is .2 (see table 9.4). In this study, 
the median difference is .5 (see table 3 of appendix H). Thus, although 
in all three studies, the discrepancies between the two ethnic groups are 
significant, all in the direction of English Canadian respondents giving 
a higher priority to Goal B, the difference between the two ethnic groups 
is somewhat larger in the student population than in the population of 


business managers. 
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This type of analysis reveals a similar trend for Goal ND. 
That is, the difference between the two groups is larger in the student 
population (a median difference of .8 as seen by the data of table 7 of 
appendix H), than in the management population of large (a median 
difference of .3 as revealed by the data in table 4.7) and small firms 
(a difference of .1 as shown in table 9.4), Regarding Goal E, the 
median difference between the two ethnic groups in the study of large 
organizations is 1.0 (see the data of table 4.18). In small firms, the 
difference is 2.2 (see table 9.4) while in this study, the median differ- 


ence based on the data of Table 9 of Appendix H is 1.6. 


On the whole then, comparing differences between the two ethnic 
groups in these three studies, one finds that the discrepancy between 
the two ethnic groups increases in the student population for Goals B and 
D. With regard to Goal E, although the discrepancy is somewhat lower 
than is the case in the small firm study, it is nevertheless somewhat 
larger than the discrepancy found in the large organization study. If 
then, French Canadian students are, on the whole, as economic-oriented 
as English Canadian students are, it is only because of a significant 
change in the relative evaluation each of these two groups give to Goals 
A and C. It is due to the fact that "to progressively take a greater 
share of the market" (goal A) and "to raise from year to year the level 
of production of the company" (goal C) are two economic ambitions or 
ideals which are instilled in the minds of students in French Canadian 


schools to a greater extent than is the case for students of English 
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Canadian schools. The fact that the two ethnic groups remain as far, 

or even further apart than is the case in the two previous studies with 
regard to Goals B (customer service), D (good quality product), and E 
(profit), indicates that this intergenerational change in the differences 
between the two ethnic groups in no way affects the wide gap existing 
between them in their basic attitudes toward profit and/or the needs 

of customers, It is the opinion of the researchers that this change 

then is the result of the French Canadian's recent increased awareness 

of the importance of becoming centrally involved in the economic progress 
of his province. Being conscious of the secondary role he now plays, 

it is only natural for him to strive to improve his position by wanting 
to "produce more" (goal C) and "to increase his share of the market! 
(goal A). It is apparent, however, that the French Canadian culture 
adamantly resists modifying its ideology with regard to the basic value 
of capitalistic society, Profit. It would appear then that this increased 
concern for industrial expansion on the part of French Canadian students 
constitutes a movement toward Socialism rather than an acceptance of 


Capitalism as an economic system, 


Goal Conflict and Leadership Scales 


Tables 10 and 1l present respectively a summary of the difference 
trends between the mean choices of each of the eleven ethnic student group 
comparisons for each of the Goal Conflict Scales (A to G) and each of the 
Leadership Scales (H to 0). The tables from which these trends are 


derived are included in Appendix I and Appendix J. Turning to the Goal 
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Table 10.108 Listing of Goal Conflict Scales, Showing for Each the Number 
of Times the Mean Scores of English Canadian Students Exceed those of 
French Canadian Students (EC > FC), the Number of Times the Means are 
Equal (EC=FC) and the Number of Times the French Canadian Mean Exceeds 
that of English Canadian (FC > EC), 


eae eS RES ranstantsstnassoeneclneenseuar=asistinatnan-ssonenrencntisnosneenrenen en eee 
Goal Conflict Scales EC > FC EG:= FC FC > EC 


A Family 3 6 2 
B Family 10 0 1 
C Family 0 0 11 
D Individual 10 0 ih 
E Society ll 0 0 
F Society 6 1 4 
G Personal Gain HVE 0 0 


Indicates a statistically significant trend (sign test) 
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Table 10,lle Listing of Leadership Scales, Showing for Each the Number 
ot Times the Mean Scores of English Canadian Students Exceed those ot 
French Canadian Students (EC > FC), the Number of Times the Means are 
Equal (EC=FC) and the Number of Times the French Canadian Mean Exceeds 
that of English Canadian (FC > EC), 


LILI LALA LCL CEL CEL LC TE OS nn tl A see, 


Leadership Scales EC > FC EC = FC FC > EC 
A a A er Rea ee OR EIT Aaa bain i catentrS a SE I i 

} * 

H Interpersonal Premises 0 0 11 

Hl Interpersonal Premises 2 1 8 

I Status Needs 0 0 11 

J Task Orientation 0 1 lo” 

K Task Orientation 9 1 " 

L Consideration of Others 10 0 1 

M Consideration of Others 0 0 7 

N Participation in Decisions 11 0 af 

O Supervisory Control i 0 o- 

* 


Indicates a statistically significant trend (sign test). 
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Conflict Scales, the results shown in Table 10 indicate that with the 
exception of Scales A and F, the trends of ethnic differences found 
to exist in the management studies are also prevalent in the popula- 
tion of business students. English Canadian students perceive signi- 
ficantly less conflict than do French Canadian students between renu- 
meration policies and family welfare (scale B), are much less prone 
to subordinate family life to the duties and responsibilities of a 
manager (scale C), express less conflict between their future role 

as industrial managers and their personal ideals and aspirations in 
relation to industry (scale D) as well as their role as contributing 
members of the welfare of society (scale E), and finally, have gene- 
rally much more favorable attitudes toward people motivated by money 
(scale G). On these dimensions then, it is clear that major cultural 


differences exist between French and English Canadians. 


In examining the French Canadian school results for each of 
these scales (see tables 1, 3, 5, 7, 9, 11 and 13 of appendix I), it 
can be seen that final year students of both levels of academic training 
perceive less conflict than first year students for Scales B, tc (except 
GR. F. of school B), D (except GR. F. of school B), E and G (except 
GR. F. of school A). On the whole then, academic training does tend 
to reduce the level of perceived conflict of students attending French 


Canadian business schools. The gap between French and English Canadian 


For school B, the GR. F. mean is compared to the B.C.F. mean 
Since there are no GR. 1 students, 
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final year students nevertheless generally remains a wide one and it 
is safe to conclude that French Canadian graduates enter the business 
world at a much higher level of conflict regarding the general content 


of these scales than do English Canadian graduates. 


On two scales, A and F, no significant trends of differences 
were found between the two student ethnic groups. Yet in both manage- 
ment studies, it was shown that English Canadian managers perceive less 
conflict than do French Canadian managers between organizational goals 
and the general welfare and happiness of the family (scale A) and much 
more compatibility between the welfare of society and the personal 
influence of business magnates (scale F). With regard to Scale A, a 
comparison of the student results (see table 1 of appendix I) to those 
of large (see table 4.25) and small firms (see table 9.5) reveals that 
the median mean student scores are respectively 7.25 and 7.2 for English 
Canadian and French Canadian students. In large firms, the medians are 
7.3 and 7.0 for English and French Canadian managers in that order, while 
for small firm managers, the English Canadian mean is 7.6 and that of 
French Canadian managers is 7.0. It appears then that, on the whole, 
French Canadian students perceive more compatibility between organizational 
goals and family welfare than do French Canadian managers, while English 
Canadian students are at the same level as large firm English Canadian 
managers. In this regard, it is interesting to note in examining the 
distributions of means shown in Table 1 of Appendix I that for both 


ethnic groups, final year students tend to perceive less compatibility 
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than first year students. As students become increasingly aware of 
the demands that industry will place upon them, they tend to perceive 


more conflict with regard to family welfare, 


A similar comparison of results for Scale F (see tables4.30, 
925 and 11 of appendix I) reveals that the student medians (of mean 
differences) are 5.8 and 5.4 respectively for English and French 
Canadian groups. The large company medians are 6.3 and 5.6 for English 
and French Canadian managers and in small firms, the English Canadian 
mean is 6.6 while that of French Canadian managers is 6.0. As one 
would normally expect, students of both cultures have a more negative 


image of big industrialists than do their seniors in management. 


Turning to the Leadership Scales, the trends of differences 
shown in Table 11 clearly indicate that the cultural differences 
identified in the management studies still persist at the student level. 
With regard to the scale of Component I of the leadership model (scales 
H, Hl and 1), it can be seen that in all eleven comparisons, French 
Canadian students reveal themselves to be more theory X-oriented as 
well as more status-oriented than their English Canadian counterparts, 
The trend is almost as significant for Scale Hl where eight French 
Canadian groups are more negative in their perceptions of a subordinate's 
loyalty to his superior, An examination of these differences (see tables 
1, 3 and 5 of appendix J) reveals that the median difference of mean 
differences is .8 for Scale H, .3 for Scale Hl and .6 for Scale I. 


Thus, not only are the trends significant but the magnitude of differences 
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for Scales H and I are also quite large. These findings are similar to 


those found in the two management studies, 


Regarding the scales of Component II, the trends of differences 
are clear-cut. While French Canadian students, as an ethnic group, are 
definitely more preoccupied with the immediate demands for output (scale 
J), English Canadian students are more concerned about creating a product- 
ive work climate, one in which people are motivated to give their very 
best (scale K). Again, the differences are fairly large (see tables 7 
and 9 of appendix J), the median mean difference being .3 for Scale J and 
~5 for Scale K. These results are similar to those of large organizations 


for both scales as well as small firms for Scale K. 


In terms of the Consideration of Others dimension, the difference 
trends are also highly significant. While English Canadian students show 
much more consideration of others than do French Canadian students in the 
sense of being more sensitive and sympathetic to subordinates' needs at 
work (scale L in which the median mean difference is .7), French Canadian 
students, on the other hand, endorse to a significantly greater extent 
the notion of having good human relations principles (scale M in which 
the median mean difference is .4). In this context, it is interesting to 
note that the higher endorsement of human relations principles on the part 
of French Canadian students is not, per se, the result of their religious 
affiliation ‘see table 13, appendix J). Indeed, the two English Canadian 
Catholic means are the same as those of English Canadian Non-Catholic 


students, and all seven French Canadian means are Superior to both of them, 
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It is also interesting to point out that, in both management 
studies, the differences between the two cultures were, for all practical 
purposes, insignificant. Both of the groups highly valued these principles. 
Why, then, such a large difference between the two student ethnic groups? 
First of all, it is apparent that English Canadian students value these 
principles less than do their ethnic seniors while, for French Canadians, 
the level of endorsement is about the same when comparing students to 
managers (see tables 9.6 and 5.6). Secondly, the six English Canadian 
group means are strikingly similar, being 8.1, 8.1, 8.4, 8.1, 8.0 and 81 
respectively, thereby indicating that it is a fairly consistent attitude 


from one school and year level to the next. 


It is the opinion of the researchers that this difference is a 
truly culture-based one that is masked once the two ethnic groups have 
become acclimatized to the industrial milieu because, as an ethnic group, 
English Canadians, once they become managers, learn to internalize these 
principles to a greater extent than do French Canadian managers. That is, 
if one can conceive the English Canadian culture as being more pragmatic 
than idealistic, and the French Canadian culture as being just the opposite, 
then it would be reasonable to suppose that these principles are not as 
highly valued, per se, by the English Canadian culture as they are by the 
French Canadian culture, as reflected by the attitudes of students. Once 
in the industrial world, however, the English Canadian learns to value 
these principles more highly through experience. Hence, the ethnic 


differences at that level are masked. They are masked in the sense that, 
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at the management level, though both ethnic groups, from a quantitative 
standpoint, equally value these principles, the fact remains that, from a 


qualitative standpoint, they do not highly value them for the same reasons. 


With regard to the scales of Component III (scales N and 0), 
the trends of differences are significant in the direction of English 
Canadian students being more inclined to involve subordinates in the 
decision-making process of industry (scale N) and much less inclined to 
exercise close surveillance over the work of others (scale 0). The Large 
differences between the two ethnic groups (the median mean difference is 
-9 for scale N and .8 for scale 0) are similar to those found in both 
management studies and generally confirm the very different orientation 
each of these two management cultures tends to take in the exercise of its 
functions involving the work of subordinates. For Scale 0, it was brought 
out in the small firm study that the French and English Canadian means did 
not differ significantly from those of their counterparts in large organiza- 
tions. The French and English Canadian small firm means do not differ from 
those of their ethnic counterparts in the student study either. In 
Table 9.6, it can be seen that the French Canadian mean is 5.0 and the 
English Canadian mean, 5.6. The median French Canadian mean is also 5.0 
while that of the English Canadian students is 5.65. Thus, the purported 
amount of supervisory control needed to be an efficient manager is 
identical for students and managers of large and small firms in each of 
these two ethnic groups. With regard to supervisory control, then, the 
cultural differences are indeed stable and these attitudes are presumably 


very ingrained in the minds of individuals, 
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In short, the research findings for the Goal Conflict and 
Leadership Scales generally verify the marked cultural differences found 
to exist between these two ethnic groups at the management level of both 
large and small firms. The usually wide disparity in viewpoint held bv 
French and English Canadian business students regarding the leadership 
process, as well as their role in industry, leads us to believe that the 
problems of today will essentially be the problems of tomorrow in terms of 
effectively integrating or moulding members of both cultures into an 


efficient and well-coordinated management team. 


Work Motivation 

Before examining the results, it should be pointed out that the 
instructions in the Student Questionnaire were slightly different from 
those in the Manager Questionnaire since students are obviously not employed. 
Tt will be remembered that in the Manager Questionnaire, the key question was: 


"IF MY JOB COULD BE CHANGED IN ONLY ONE OF THESE TWO WAYS, WHICH CHANGE 
WOULD I PREFER? 


Receive a better salary or Have shorter working hours," 


In the student population, this question was adapted as follows: 


Imagine that you have to choose one of two jobs that are offered by a company: 


JOB "A'' in which you have JOB "B" in which you have 
more opportunity for promotions. or shorter working hours. 
1 


"WHICH JOB WOULD I CHOOSE, JOB "A" OR JOB ''B!'? 


a 


1 

The reader is referred to page 2 of the brown questionnaire (the 
Student Questionnaire) and page 2 of the off-white questionnaire (the 
Manager Questionnaire). 
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Table 12 presents the rank orderings of mean choices of each 
incentive for each of the eleven student groups. The analysis of results 
is similar to the one conducted for Table 7 of this chapter dealing with 
Organizational goal rankings. That is, if the rank difference between the 
two ethnic groups for a given incentive is a truly cultural one, one would 
expect to tind this difference to be consistently in the same direction for 
each of the eleven ethnic comparisons of this study. To evaluate the 
Significance of these rank difference trends, the summated rank difference 
index was computed for each goal and the goals are presented following an 
ordering based upon the descending magnitude of this index, as was done in 
Table 6.7. The sign test was utilized to determine the statistical 
Ssienificance of these trends. Table 13 of this chapter presents a summarv 

J; 
of these rank difference trends. 

Before discussing these trends, an examination of the ranks shown 
in Table 12 reveals that, generally speaking, both student ethnic groups give 
top priority (among the top five) to Incentives C (promotions) and J (power 
and authority) and consider least important (among the bottom five) Motives 9 
(dealing with fewer people to get the work done) and K (being less exposed 
to criticism). Although one would normally expect students to be strongly 
attracted to a job with more opportunity for promotions, it is interesting 
to note that, contrarv to the results of the two management studies, both 
ethnic groups consider power and authority to be of primary importance to 


them. In the management studies, this was true of French Canadian managers 


1 
The reader is referred to page 534 of Chapter VI, where the incentives 
are listed along with the letter used to designate each one, 
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Table 10.12-Priority Rankings of Twenty Work Motivations (W.M.) by English 
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Canadian Non-Catholic Students (E.C.-N-C), English Canadian Catholic 
Students (£.C.-C), French Canadian Students of School A (F.C.-A) and 
French Canadian Students of School B (F.C.-B), at the First and Final 
Years of Undergraduate and Graduate Levels of Training, Showing Rank 
Differences (R.D.) for Each Comparison and Summated Rank Differences 
for the Eleven Possible Comparisons, (continued) 
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Table 10.12 + Priority Rankings of Twenty Work Motivations (W.M.) by English 
Canadian Non-Catholic Students (E.C.-N-C), English Canadian Catholic 
Students (E.C.-C), French Canadian Students of School A (F.C.#A) and 
French Canadian Students of School B (F.C.-B), at the First and Final 
Years of Undergraduate and Graduate Levels of Training, Showing Rank 
Differences (R.D.) for Each Comparison and Summated Rank Differences 
for the Eleven Possible Comparisons (continued), 
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Table 10,12 -Priority Rankings of Twenty Work Motivations (W.M.) by English 
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Canadian Non-Catholic Students (E.C.-N-C), English Canadian Catholic 
Students (E.C.-C), French Canadian Students of School A (F.C.-A) and 
French Canadian Students of School B (F.C.-B), at the First and Final 
Years of Undergraduate and Graduate levels of Training, Showing Rank 
Differences (R.D.) for Each Comparison and Summated Rank Differences 
for the Eleven Possible Comparisons (concluded), 
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: This index is an algebraic sum of the rank difference (R.D.) columns 


l to ll. Since it is a trend index, all reversals to the major trend are 
given a minus sign (=), * Indicates a significant trend of differences 
beyond the .10 level of significance, 
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only. Nevertheless, even in the student population, as seen by the trend 
results of Table 13 and the moderately high summated rank difference index, 
French Canadian students are significantly more motivated by this incentive 
than are English Canadian students. Power and authority, then, constitute 
important differential characteristics between the two cultures. In the 
opinion of the researchers, the fact that of this incentive is prevalent among 
English Canadian business students is not surprising if one accepts the 
notion that the underlying dynamics of this need, when it is a potent one 
in an individual, is the basic insecurity or anxiety level of that 
individual stemming from fairly pronounced fears of inadequacy, fears 

which should normally diminish over time, as one acquires experience in 


the business world, 


Again, despite the fact that both student ethnic groups consider 
Incentive Q to be of minor importance to them, as was the case in both 
management studies, English Canadian students are somewhat more preoccupied 
with this motive than are French Canadian students. Thus, to deal with 
fewer people on the job is another incentive which seems to differentiate 
consistently between members of both cultures. The French and English 
Canadian students' equal lack of concern for Motive K (being less exposed 


to criticism) is also consistent with the results of the management studies. 


As seen in Table 12, by far the largest discrepancy between 
the two ethnic groups occurs with regard to Statement A. This statement 


‘is ranked among the top five by all eleven Engiish Canadian groups. In 
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Table 10,13 = Listing of Twenty Work Motivations, Showing for Each the 
Number of Times the English Canadian Students Give a Higher Priority 
Rank than French Canadian Students do (EC > FC), the Number of Times 
the Priority Rank Is Equal (EC = FC) and the Number of Times French 
Canadian Students Give a Higher Priority Rank than do English Canadian 
Students (FC > EC), 


Motivations EC > FC BC = FC FC > EC 
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Indicates a statistically significant trend (sign test), 
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contrast, only three French Canadian groups consider salary to be of 
primary importance to them. The summary rank difference index is 42. 

In both large and small firms, it was also found that English Canadian 
managers were more attracted to salary than French Canadian managers 
although in large organizations, French Canadian managers tended to 

rank the statement among the top first five as well (see tables 6.7 

and 9.7). This finding is also, of course, consistent with the differen- 
ces found to exist between the two groups in their attitudes toward 
money (scale G) and in the relative importance each group attaches to 
the profit goal of business enterprises. Again, in the opinion of the 
researchers, this cultural discrepancy is more the result of deep-rooted 
guilt feelings toward money on the part of French Canadian students (see 


footnote page 10 of chapter I), than a lack of desire of material gain. 


Turning to Table 13, Statements D (job tenure), E (definite, 
regular hours), N (devote all energies to work), H (social security), 
and P (job specialization) refer to incentives that French Canadian 
students are striving to obtain to a significantly greater extent than 
are English Canadian students. The two greatest discrepancies occur in 
relation to Statements D (index of 28.5 shown in table 12) and E (index 
of 21, shown in the same table), two incentives that are part of the 
security needs systems. While the results of Statement D are highly 
consistent with those of the large and small organization studies, 
thereby confirming the existence of a strong cultural difference on this 


matter, the Statement E trend of differences appears here for the first 
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time. This result, in fact, is somewhat contradictory with that of 
Statement N (index of 20), a trend which indicates that, up to a point, 

a French Canadian student, more than an English Canadian student, is 

looking for a job in which he can devote all his energies and resources. 

Yet he also wishes to have more regular working hours. It would appear 

then that, up to a point at leas:, this apparently stronger need to 

devote oneself to one's career on the part of French Canadian students 

is hollow and simply reflects the pattern previously described whereby, 

for a certain time, the French Canadian is willing to "sacrifice" his family 
life in order to become a good breadwinner (see scales A, B and C of 


Family Conflict found on pages 243 to 282 of chapter IV). 


Statement T again serves to differentiate between the two ethnic 
groups. In fact, with one exception (a rank of 3), French Canadian 
students rank this incentive first or second in priority, thereby in- 
dicating the important cultural impact the notion of personal competence 
through specialization has on individuals. Our interpretation of 
personal insecurity being related to this need, as stated in Chapter IX 
(page 718) is reinforced by the fact that, as was the case with statement 
J, English Canadian students express a much stronger need for spe- 
cialization than do their seniors in management positions (see tables 
6.7 and 9.7). Statement H (index of 6) serves to bring out more clearly 
the strong Security Need of French Canadians for work in industry, an 
incentive which does not differentiate between the two ethnic groups in 
management, undoubtedly because this particular need is fulfilled in 


the actual work situation. 
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statements L (fewer tensions and troubles), M (pleasant 
physical surroundings), O (friendships at work) and R (being appreciated 
as a@ person), on the other hand, refer to incentives that English Cana- 
dian students are significantly more attracted to, than are French 
Canadian students. Of these four, Statements M and O have the largest 
summated rank difference indices, 26 for M and 25 for 0. The results 
of Tables 6.7 and 9.7 indicate a trend in the same direction in both 
small and large firms with regard to Statement M. It must therefore 
be concluded that a cultural difference does exist regarding this 
incentive, although the discrepancy is more apparent and significant 
at the student level than in industry. English Canadians have a 
stronger need for "attractive and physical work surroundings" than do 
French Canadians. It is interesting to note in this context that in 
industry, English Canadians have a much stronger need for efficient 
work equipment (statement P) than do French Canadians. This is not 
the case in the student population. Both student groups placed this 
need among the bottom ten. Thus in industry, the more pronounced work 
orientation of English Canadians is reflected by a Self-Actualization 
Need. In business schools, it is reflected by a Self-Esteem Need. 
Regarding the three other statements, the researchers cannot, at this 
time offer any meaningful interpretation. The differences here are 
specific to the student population and could very well reflect a basic 
difference in teaching climate between French and English Canadian 


business schools, an area which we are not sufficiently familiar with. 
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In concluding this study of students enrolled in business 
schools, it is apparent that the large differences in outlook each 
of the two major ethnic groups of managers and Canadian industry 
presently have with respect to Organizational Goals, the Management 
of People and Work Motivation extend while beyond this generation of 
business managers. The business leaders of tomorrow will, for all 
practical purposes, be faced with the same problems of mutual rapport 
within the context of a bicultural setting that have been identified 
and fully described throughout the various chapters of this report. 
It would be superfluous to repeat what has already been outlined and 
suggested as possible solutions to these problems. Suffice it to 
say, that the results of the business schools study strongly suggest 
that if Canadian industry is to progress along bicultural lines, the 
onus is on both French and English Canadians alike. French Canadians 
must closely examine and assess how certain of their present managerial 
values can hinder their own personal efforts to actively participate 
in the economic growth of this country. English Canadians, on the 
other hand, must become aware of and understand that French Canadians 
in industry have problems of adaptation to industry's modus vivandi 
which are different from their own. If both groups are willing to do 
this, solutions will come. If not, it is our firm belief that the end 
result in years to come will simply be a perpetuation of the present exist- 


ence of two management solitudes. 
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